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Editors’ Notes

The term marketing is aloaded word for most Americans, calling up visions
of hucksters who use loathsome and irresponsible means to sell worth-
less products. Unfortunately, because of our unique economy-oriented
society, the word marketing often generates thoughts only of the promo-
tional advertising aspects of the art. This is understandable; after all, the
advertising game is fun and dramatic, and promotion also has aggres-
sive and appealing qualities to those of us in our community colleges
who are eager to take an active role in problem solving. As a result, talk
about marketing on the community college level tends to overemphasize
market advertising, and all of us who only recently began to study the
highly successful commercial marketing techniques have compounded
the problem by falling, more or less, into the specific but dangerous lan-
guage of the marketers.

Working in the sometimes mundane world of education, the new
market researchers find it almost irresistible to speak about targets, cli-
entele, media mix, hard sell, product, marketplace, segmentation, mar-
ket positioning, and the current Arbitron ratings. We have thus become
volunteers in the heady science of marketing theory, but we often prac-
tice this science without direction or without the understanding that it is
simply a total system of logic leading to self-analysis and cost effective-
ness.

The problems resulting from what we describe as marketing are
not simple ones By recruiting students, we create enormous internal
pressures for our colleges, and, in many cases, these pressures result in
open friction. We are viewed by many external critics as engaging in
marketing activities that create suspicion and even hostility. Not only
our many sister institutions and taxpayers see us this way but also our
state legislators, faced with dwindling treasuries, are beginning to sus-
pect that our marketing activities are costly to the public fund and may
not be totally ethical. Many of our taxpaying friends and those who rep-
resent us in legislative bodies remember Sidney Greenstreet’s perfor-
mance in the movie The Hucksters, where he portrayed a Madison Ave-
nue advertising executive who regarded the American public as some-
thing to manipulate. Marketing, even in a community college, 15 often
regarded as just this type of activity,

The editors of this volume understand the fabric against which
this volume 1s set We have attempted to bring authors with national
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reputations to write about the many complex and interrelated aspects of
marketing. We have organized the issue to cover the four basic steps in
the marketing arena: assessment, promotion, delivery, and evaluation.
Much of what is presented here is highly practical, offering specifics to
the practitioner who is looking for “how to” advice. The authors have
also provided questions and cautions to be considered carefully by the
reader.

Philip Kotler, perhaps the best marketing theorist on the scene
today, offers, along with Leshe A Goldgehn, a studied definition of
marketing for the community college. Richard C. Richardson and Don-
ald S. Doucette consider whether marketing is an appropriate activity for
community colleges. Callie Foster Struggs, who masterminded the pilot
NCHEMS (National Center for Higher Education Management Sys-
tems) community impact study for Eastfield College in 1977, describes
her experiences Anne Mulder-Edmondson writes about the problems
and solutions in involving a total college in developing marketing strate-
gies Specific direct-or- and advice for a strong, controlled promotional
program are detailed } + Barbara A. W. Smith of Johnson County Com-
munity College in K - as and by Robert H. Gaffner of St. Louis Com-
munity College. Ce -t'or Wilham A Keim describes the system of seg-
mentation 1n the urban setting of Kansas City, and Wallace F. Cohen,
president of Cuyamaca College in California, writes with Jeanne Ather-
ton about the success of creating an afternoon college in San Diego.
These chapters deal. for the suvst part, with the assessment and promo-
tion aspects of a marketing plan. Edwin R Bailey, professor of educa-
tion at the University of Missouri-Kansas City, suggests the possibili-
ties of cooperation between community colleges and the university in
developing a marketing plan. Don G. Creamer, associate professor of
education at Virginia Polytechnic Institute and State University, and
Elizabeth Akins are concerned with problems of delivery; they explain
the detailed effects that marketing can have on college student develop-
ment activities  Coeditor Marybelle C. Keim suggests to faculty,
admunistrators, and student personnel a means to improve the retention
of students in the community college. James F. Gollattscheck, president
of Valencia Community College in Florida, raises some questions con-
cerning the effects of marketing on the institution, and Gunder Myran,
president of Washtenaw Community College in Michigan, along with
Mark Ralph, completes the spectrum with questions about the evalua-
tion of marketing practices.

The editors hope that this selectuon of a broad range of possible
topics will be useful both to the marketing practitioner and to the college
leaders who must make the marketing commitment—a commitment
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bascd on the understanding that marketing is not simplhistic or haphaz-
ard but must be a total system, encompassing all aspects of the college, .f
it 15 to become an institutional tool for discovery

The bottom line is that, if a systematic marketing plan is admin-
istered, 1t will, by its comprehensive nature, resultin a penetrating anal-
ysis of the college’s nussion, programs, and services.

Out of a good marketing plan, we will become better colleges.

Willlam A. Keim
Marybelle C. Keim
Editors

William A Keun 1y director of communications/marketing and
student development for the Metropolitan Community College,
of Kansay City, Misvsoun

Marybelle - Kevm s currently a viviting professor of higher
educatien at the Unweersity of Muvouri-Kanvay Cuty




Marketing is the means by which a community college can define
its existing and potential markets, identify the markel’s needs,
respond with appropriate programs and services, and

position uself favorabls.

Marketing: A Definition for
Community Colleges

Philip Kotler
Leslie A. Goldgehn

The community college is an important and vital sector of higher educa-
tion. Its greatest strengths continue (o be innovation and responsiveness
to community needs. For example, the community college has taken a
proactive position in dealing with changes in demographics, student
needs, and technological advances. This dynamic sector has responded
to opportunities as well as to threats with creative changes, oftentimes
leaving the more tradition-bound colleges behind.

Currently, however, all institutions of higher education are fac-
ing formidable new problems that threaten their vitality and even viabil-
ity Even the innovative and healthy community colleges are finding
they need new approaches.

Marketing Problems That Colleges Face

Today’s colleges are struggling with the classic marketing prob-
lems of sales decline, slow growth, changing buying patterns, increased
competition, and increased sales expenditure. Translating these varia-
bles to the college environment, we find:

W o Rom and M Reun (Fds 0 N Dremnons for Communtty € olleges  Mavketing the Pyogram na 6
Nan Francise Josses Baw Decenibers 199 5
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Declining overall enrollments

Changing wants and needs 1n the marketplace

Increasing operating costs

Erosion of the tax base and sources of funds

Incieasing competition from other colleges and alternatives to
higher education (such as work, military service, on-the-job
training, and so on).

Furthermore, even the healthiest colleges are faced with the
additional problems of declining enrollments in select disciplines, insuf-
ficient attraction of high-quality students, low retention rate and stu-
dent satisfaction, low faculty satisfaction, and insufiicient attraction of
funds.

Colleges have responded in three ways to these challenges. First,
a large number of colleges have sat back and done little or nothing to
adjust. They believe in the sanctity of their product and hope to weather
the storm. Other colleges have turned to “hard selling” techniques. They
have increased the recruitment and advertising budget but made no
changes in their “product offering.” In many cases, they have thus
increased their enrollment but not the long-term student satisfaction.
Finally, a few colleges have responded to the challenges with a profes-
sional marketing approach. Through careful research and planning,
these colleges have clarified their target markets and customer needs,
and the, have prepared product offerings that are competitively attrac-
tive to their target markets.

Defining Marketing

The historical problem that nonprofit institutions have with
marketing is that they confuse it with one of its many subfunctions.
What is marketing? This question was recently put to 300 educational
administrators whose colleges were in trouble duce to declining enroil-
ments, spiraling costs, and rising tuition (Murphy and McGarrity,
1978). In reply, 61 percent said that they saw marketing as a combina-
tion of selling, advertising, and public relations. Another 28 percent
said that it was only one of these three activities. Surprisingly, only a
small percent suggested that marketing had something to do with needs
assessinent, marketing research, product developmend, pricing, and
distribution.

Hereis ou view of marketing. Marketing starts with the identifi-
cation of specific markets that the institution will serve, of specific needs

“that will be served, and of the means that will be used to serve those mar-
kets. This requires a heavy investment in market research, product

Aruitoxt provided by Eic:
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development, and product testing before any promotion is formulated.
Issues of pricing and the effective delivery of the service must also be
addressed  Finally, markeung includes the development of an effective
communication and packaging program. Thus, promotion is the last
step i the marketing process, simply the “tip of the marketung 1ceberg.”

Our fornal definition of marketing (Kotler, 1980) is as follows:

Marketing management is the analysis, planning, implementa-
ton, and control of programs designed to create, build, and main-
tain mutually beneficial exchanges and relationships with target
markets for the purpose of achieving orgznizat: onal objecaves. It
rehes on a disaplined analysis of the needs, wants, perceptions,
and preferences of 1arget and intermediary markets as the basis
tor eftective product or program design, pricang, communica-
ton, and distnibution [p. 22}

Marketing Is an Eight-Step Process

Markeung 15 an orgamzed approack to selecting and serving
markets [t consists ot eight steps Tollustrac this process, we can use
the example of Community College X i a large metropolitan area The
president of this college feels that a nursing program would be a good
addition to his college's curriculum, We will illustrate how the college
would benefir tromundertaking the eighi-step process of marketing before
launching this expensive and resource-dependent program,

Step One: Defining the Mission. A college must begin the mar-
keting process by defining its mussion. [t must answer the question,
What budiness are we in? A broad answer such as “meeting the educa-
tional needs™ s incomplete, because it fails o define a character for the
particular institution *Providing low-cost, mass education, six-month
1o two-vear career traming programs for high school graduates” is a
more accurate definition o the marketing mission. This definition must
be tollowed by the formulation of specific goals,

In our example, one of the goals of the nursing program could be
ta provide a two-year program that prepares students for the registered
nurse (RN) and hcensed practucal nurse (LPN) state examinations and
that culnunates in a Community College X assoaate in science degree
i nursing  This goal should be refined into achiesable, incasurable,
and time-onented objectives.

Step Two: ldentifying Publics and Markets. Next, the institution
mustidentity the actors in its community who will affect the carrying out
ot its mission Exvery organization operates in an environment of publics.
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A public 15 a disunct group of people and/or organizations that have an
attual or potenual mteres or apact on the college. The publics of a com-
munity college include the state legislature, the local community, prospec-
tive students, high school counselors, and competitors: Once the cornmu-
mity college thinks in terms of rading something of value vaath that pub-
e, 1itas viewing that pubhic as a market A market is a potential arena for
the trading of resources For example, the state legislature appropriates
funds for a college and recenves in exchange an educated and more
cmployable constituency

In our example, Commumty Colleg: X needs to seek approval
and accreditation from the state nursing education ageney 1t wall also
need approval from ats own regulatory publics such as the state legisla-
ture, the state board ol higher education, the state community college
board, and the community college dustrict Internal publics such as the
chancellor, advisory boards, and the board of trustees will also need to
beainvolved The college needs to assess whether it can recruit enough
qualified students and tramned instructors Other coucerns imclude the
desirabihty and availability of a hosputal atfiliation and ot internship
possibihties Inother words, the college will have to market the ideas for
the school of nutsing to many publics

Step Three: Researching the Market. ‘I'he third step is tor the col-
lege to research the wants, needs, and perceptions of 1ts target markets.
In contemplating a nursing program, College X necds to dentity how
anv other colleges i the area olter nursing programs and what types
ol programs arc oftered  The college needs to investigate current and
proposed legislation concermng educational requirements for a nursing
degree The most (Ill(hll aspect of their research should be evaluating
the needs of potentual nursing students —needs, tor example, such as
flexible scheduhng, transterability to tour-year programns, child care, job
placement, and accessibality 1o home and workplace

Step Four: Segmenting the Market. Now the college must break
down cach market into market segments — that s, into distinct groups with
ditterent needs and perceptions. Commumty College X, for examnple,
tmust develop a segmentation of the market that makes sense and reveals
different opportumues One breakdown could be between potential stu-
dents curently e ed by hospitals in some capaaty, and potential
students not emple . he health care field. Potenoal nurses who are
cuniently emplovea o, hospitals could be further segmented by age,
carcer objecinves (RN, LPN, geriatnc speaahst, and so on), and previ-
ous educational taming

Step Five: Choosing the Target Markets. Most colleges are not
able to serve alt of the matket subgroups identified through the segmen-

14
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tation process In the fitth step of the marketing process, a college must
choose which segments and needs it wall serve,

‘The market rescarch and segmentation of College X 1imght dis-
close that a poorly served segment of the market are women between the
ages ot 25 and 35 who are currently employed at low levels in hospitals
‘These women desire job upgrading but, because of family commitments
and vanability i hospital shifts, they have been unable to take advantage
of the nurstag programs offered by area colleges. To attract these women,
Community College X should think about offering the courses at vari-
ous times of the day, in dassrooms in the largest of the area hosprals.

Step Six: Determining Market Position. Market positioning
imvolves the insatation i deciding what it will strive to be in its iarket
niche For example, willat be the low -cost, high-volume provider, or the
high-cost, low-volume provider” THE college has a variety of ways to
supply service toats target iarket It must determine whether its mar-
kets are best served by the Cadillac o the Ford of insttutions.

Commumty College X mav decide to be the leader in training
nonprofessional hospital statf to be nurses Tt will position atselt as offer-
tng a high-quality program to the most qualified and interested stu-
dents

Step Seven: Formulating the Marketing Mix. The seventh step
calls for the organizaton to develop a detaded plan for serving its mar-
ket Todo this, the college must first define the four elements of the mar-
hetng mix product, price, place, and promotion

The Fducational Product A product 1s that which the insttution
olfers to the inarket. i indudes physical objects, services, personahties,
places, orgamzauons, and ideas. Thus, the educational product includes
coutses, degree otfermgs, student serviees, and athletics The educa-
tonal product also consists of such latent products as diversion, sell-
esteem, and pnde

Community College X mav define its product as an associate in
science degree in nursing to be offered to experienced nonprofessional
hospital statt. The product mcludes classes, internships, job placement,
and access to the college’s student services

Price The educational productis offered toits markets at a price —
thatis, tuttion and fces Just as in business and industry, a college can
offer price incentives Scholarships, finanaal aid, loans, grants, and
work-study programs are a means to provide the productat varying prices
to fit the needs of the students In setting tuition and fees, a college must
also be aware of the price the competition is charging, as well as whether
its own pricng schedules encourage the desired ix of part- and full-
tine students,
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In our example, the tuition for Community College X is set by the
state coonmunity college board and the district. However, Community
College X could encourage the participating hospital to offer tuition
incentives to their interested staff and thus make the tuitton more attrac-
tive and competitive

Place Access to the Educational Product In addition to oftering the
appropriate mix of educational products at a competitive price, college
administrators must facilitate the availability of the educational prod-
uct Access in this case includes not only location but also the time at
wlich the predact is offered. Conmmunity colleges have responded to
this challenge through offering off-campus courses, correspondence
courses, evening courses, and multimedia and television teaching. Tri-
ton College in River Grove, Illinois, responds to the needs of students
not available during the day or early evening hours by offering a “mid-
night college.” Students are learning a variety of skills ranging from fix-
Ing tractors to operating computers, at a time of day that does not con-
fhict with a second shift or with family obligations.

Community Gollege X could respond to the problem of access by
taking the educational product to their students’ places of employment
and by manipulating the tinze ofterings around the students’ work sched-
ules

Promotion The final instrument in the marketing mix is promo-
tion  All organizations need to describe their products to their target
markets. The five major communication instruments available to col-
leges are advertising, publicity, personal contact, incentives, and atino-
spherics

Advertising consists of paid ads 1n the news media, notices in col-
lege publications, 1n catalogues. or on apphcation forms, and letters to
parents, alumni, and area high schools

Publicity consists of free advertising through newsworthy items in
the media. There may be indirect costs assoaated with publicity, such
as the costs of building dedications, community days, fun runs, and
guest sprakers

Personal contact includes the work of admissions officers, faculty,
and others who meet directly with students and who are involved in the
recruitment ctiort

Incentiver inctude not only reductions in tution through scholar-
ships and sitmilar aid but also promises of job placemnent, internships,
and speaial treatinent

Atmosphenics include all those aspects of the college that set the
tone and make up the institutional climate

Commumty College X could use the following promotional
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tools: nursing program posters and cat~logues displayed at the hospital;
career days, held at the college and at hospitals and statled by the nurs-
ing instructors; tuition incentives offered by the hospital; and an accessi-
ble and well-equipped classroomn,

All of the vanables of the marketing mix (product, price, place,
and promotion) should be synchromzed in the form of a marketing plan.
The plan 1s a document that stat=s strategies and specific actions to
accomplish the marketing objectuives,

Step Eight: Implementing and Controlling the Marketing Plans.
To accomplish the final step in the marketing process, Ccmmunity Col-
lege X should assign faculty members and administrators to be respon-
sible for carrying out specific parts of the r.arketing plan. A task force
should monitor their progress and evaluate new opportunities as well as
threats.

Adopting a Marketing Orientation

Most community colleges are involved in many of these market-
ing processes and have faculty and administrators fulfilling marketing
roles within their colleges. In many colleges, the president fulfills the
primary marketing responsibilities with assistance from the offices of
adnnssions, financial aid, and institutional relations. Although it is not
necessary to hire a director of marketing services, it is crucial that an
individual or a task force have the responsiblity for coordinating all of
the marketing functions. Designating or hiring a qualified director of
marketing services is often the best way to syncaronize the functional
areas and the eight-step process that support marketing.

The success of marketing depends upon the acceptance of mar-
keting by all levels of the institution, induding clerical workers, custod-
1al staff, faculty, and administration. A marketing or consumer orienta-
tion is not merely a change in activities but is also a change in the
college’s culture. An excellent example of such a change is provided by
Ernest R Leach (1977-1978), who describes a college that successiully
mplemented the marketing process in response to significant enroll-
ment decreases

Conclusion
Wallace Appelson, president of Truman College (Chicago City
Colleges system), stated (1980): “The college is the community and the

communty is the college.” This has been and continues to be the corner-
stone of the missions of community colleges across the country. However,

1/
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changes in the demographic makeup of students and in student needs,
increasing image problems, and skyrocketing costs have plagued all insti-
tutions of ligher educanon over the past few years. Inorder to remain in
the heart of the community, colleges have had to look for new strategies
‘e disaphne of marketing is the means by which the comnmunity col-
lege can define whoits consuniers are, gauge their needs and wants, and
develop and deliver programs and services to serve those needs

The implementation of a marketing orientation in community

colleges 1s expected to create the following benefits:

I Colleges will be much more sensitine and knowledgeable
about community educational needs

2 Colleges will abandon the attempt to be all things to all people
and will seek difterentiated niches in the market. Each college
serving a community will tocus on providing those services
and programs that are most needed and/or that are compet-
thelv viable,

3 Colleges will be quicker to drop services and programs in
which they have no compentve advantage or distinctiveness
to ofter

1 Colleges will be morc capable in developing and launching

successtul new services and programs

3 Colleges will create more ellective systems of distributing and
delivening their programs and sery s,

b Colleges will develop more creative approaches to pricing.

7 Colleges will create more student, faculty, and admmstra- 1
tion satistac tion =)
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Does research really support the premise that marketing
prevents atirition and increases enrollment and revenues?

Rethinking Marketing in the
Community College

Richard C. Richardson, Jr.
Donald S. Doucette

As leading advocates of marketing in community colleges clearly recog-
nize, serious marketing is much more than a collection of strategies and
gimmicks designed to recruit students, raise money, and cultivate an
image (Bickford, 1978; Clarkson, 1980-1981; Johnson, 1977-1978,
1979-1980). Marxeting—that is, the total marketing concept, as modeled
for the nonprofit organization by Philip Kotler (1975)—is a comprehen-
sive institutional effort that requires the commitment of top levels of
administration, the active participation of faculty and staff, and the
expenditure of considerable human and financial resources.
Marketing in the community college has been championed enthu-
siastically by its proponents, and by many more it has often been favor-
ably received as a savior of sorts in the face of coming hard times in post-
secondary education. (Several chapters in this volume, in fact, attest to
this positive reception.) Yet, in light of the considerable resource require-
ments of market.ng efforts, several questions need to be asked: Is mar-
keting an appropriate activity on which community colleges should
expend resources? Are the benefits worth the costs? Can com munity col-
leges accurately determine market demands? Can they respond ade-
quately to market demands within financial restraints? And, perhaps

W Remiand M Kewn tbde y e Disstions for € ommunsty Colleges Aarketing the Program o 36
Samkran v Jowses Bawe Dece mber 1981 13
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more fundamentally, is marketing an effective strategy for revenue pro-
duction and institutional 1enewal?

Marketing as Comprehensive Planning

Stripped of its business terminology, marketing as described by
Kotler, Johnson, and others is a form of comprehensive planning.
Thus, marketing, particularly the total marketing concept, is subject to
the same constraints and issues as comprehensive planning.

Planning in some form is a pormal part of all administrative
activity, yet planning activities differ considerably in formality, com-
plexity, and resource requirements. Incremental planning, the least com-
plex variety, is short range, largely informal and oral, primarily involves
individuals and ad hoc groups, and produces results that do not neces-
sarly conform to auy prearranged pattern. By contrast, comprehensive plan-
ing secks to make an organization’s future happen purposefully. Current
circumstances are assessed, goals are determined, and resources are
allocated to move an organization from its present position to a desired

. state within some specified period of time. Comprehensive planning is
both short and long range, involves procedures that are formal and writ-
ten, seeks the participation of groups at all levels of the organization,
relies upon carefully defined terms, and produces a written document —
a plan —that conforms to predetermined specifications. Comprehensive
planning tends to emphasize results. These characteristics of compre-
hensive planning are also those of the total marketing concept; clearly,
marketing has much more in common with comprehensive planning
than it does with other, less formal and less complex types of planning.

Comparisons of incremental and comprehensive planning
almost invariably lead to conclusions about the superiority of the latter.
Yet, in an institution with limited resources, emphasis on one type of
worthwhile activity necessarily means less attention to other worthwhile
activities. As planning in a community college covers longer periods of
time, involves larger groups, and secks formal written plans, it becomes
increasingly ime-consuming and expensive. When community colleges
attemptmore formal and comprehensive planningactivities, the increased
time that administrators must spend in planning tends to result in
reduced time available for managing the day-to-day operations of the
institution. Similarly, as faculty are asked to become actively involved
in the planning process, the time that they can devote to the develop-
ment and delivery of educational services is reduced. Statements about
the benefits of marketing are often made without adequate recognition
of the extent to which it competes with other administrative and teach-
ing duties.
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Generally, the farther one is from the delivery of educational ser-

vices, the mote formal and complex the planning approach one 1s likely

. to advocate and to view as attainable For this reason, most of the lead-
ership tor marketing has been provided by chiet execatne officers and
governing boards Faculty, by contrast, have resisted partiaipating in
marketing, cven i institutions whose marketing efforts are described
optumistically (Johnson, 1979-1980).

Insututions that become involved 1n serious marketing efforts
usually do so to cope with impending enrollment declines and revenue
losses as well as wath the inevitable changes in enrollment patterns and
thientele On the other hand, the better established and more prestigious
msttutions (both public and private) have shown Ittle interest 1 the
addition Lactvaty involved in a tormal marketing plan This fact sug-
gests that the presence of an actual threat to the continued existence or
well-being of the institution 1y an important factor in motivating an
adinmstration to expend the tne and money required by such a plan.
Itas not dear that a marketing approach can be “sold” to fac ulty in the
absence of an external mandate or an impending crisis, nor is 1t clear
that such astrategy is effecive in maintaining an mstitution or forestall-
ing a crisis “The available evaluations of marketing tend to be personal-
ized and lighly subjecuve, they do not show that marketing provides a
cost-clfectve return on the resources it requires,

The Difficulty of Knowing the External Environment

Advocates of marketing 1n community colleges recognmize the
mportance and high cost of obtaining rehable data about “the market”
tm order to focus a college's marketing etforts, vet inproving the quality
and rehabihty of data collected about the external environment s not
sunply a matter of increasing the time and money spent on needs assess-
ment. survevs, and institunonal research There are substantive con-
straints that it the effectiveness of any institution’s atternpt to know
its market: Pletter and Salancik (1978) present the most cogent analysis
of these constraints, and they raise the tollowing issues tor the commu-
mity college that wants to determine the facts of its external environ-

ment

I The intormanon-gathering process of an organtzation screens
the tacts of the external environment that are made available
to the organization,

2 What 1s known about the external environment is mnevitably
retrospective

3 The demands of the external environment are likely to be
contlicning

Qo 2
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Pletter and Salanak pont out that at any given tne “the atten-
tional processas determined largely by the structure of the organization,
the structure of the information system i the orgamization, and the
achvities of the orgamzaton” (p 74) Information routinely collected by
an organizaton and routinely reported throughout the organization s
Itkely to be viewed asunportant, but the mere fact that tine and resources
are spent i collecting and reporting a particular set of facts necessarily
restricts the tine spent attending to other facts of the environment — facts
that inay be less routinely collected but that may have a sumlar or greater
siwmficance

Successtul marketing depends on collecung information about
the external environment that s enormously difficult to obain, The
stiucture and processes of an orgamzation virtually ensure that cntical
formation will be screened out by the selecuve process through which
the mtormation 1s gathered  The reported facts may cause distorted
teactions armong indivadual umts, for instance, who wil! ginve nnpor-
tance to only those facts that support their activinies

As Ptefter and Salanaik obsers ¢, infortnation about the external
environients alwavsanformation about the past, not about the tuture
The only tacts available for processing are those that have occurred
*Planmng s based upon a wicory of the past, and, when plans go awry, 1t
iv the theory and not the environment that is wrong” (Petter and Salan-
ak, 1978, p 79)

Exen when the tacts of the external environment provide a rels-
able base tor projections about the tuture, the demands that external
groups mahe upon an mstitution are quite hikely to confhict In the case
where these conflicts are apparent ot can be predicted, institutional
attempts to mechate and balance the confhets are ditficult But where the
conthe tny demands are not dappdrent and repercussions are not antics-
pated. balancing these contlicts hecomes unpossible: Since not all exter-
nal iterest groups ot an orgamzation are of cqual inportance to the
otganization, attempts to resolve the conthcting demands need to be
guded by an assessment of the primacy of a speafic terest group to the
interests of the organizatnon However, such assessments are necessarily
high-risk ventures

A marketing sunvey or needs assessment, for example, mght
reveal needs i the local community tor a broad range of such general-
mterest and avocational courses as pottery mehig, famly financial
planming, nutnnon tor dicters, and wilderness survival However., state
legislatures are otten av ase to such course offenings, they generally pre-
ter thatcommumtuy colleges direct then efforts toward transter and occu-
pational programs Markeung thus presents the college with a dilennna
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that forces the college either (1) to take sides after assessing the relanve
importance to the college of the two opposing groups or (2) to attempt to
mediate the confhet by whatever means are avallable

An even more critical situation would anise, however, 1f this con-
flict wentunrecognized because the college did not consider information
about legislauve preferences as a factor in responding to local needs.
Pletfer and Salanaik (1978) do pomt out that knowledge of the external
environment provides a manager with two options' to respond to the
demands of the external environment or to attempt to change those
demands. But the problem of becoming aware of conflicung demands
remains. As we noted previously, the expense and difficulty involved 1n
obtamming information about the environment foree selecuvaty, thus
increasing the probabihity of stumbhing inadvertently into conflicting
txXpectatons,

Marketing in an Era of Fiscal Restraint

Marketung in the community college almost ne essarly implies
the expansion of activiies and chientele. Advocates argue that market-
ing 1deally allows colleges to substitute new market-oriented programs
for the traditional programs whose market has evaporated. Yet this
argument ignores the persistence and staying power of established pro-
grams as well as the power of resistance of faculty and staff threatened
by the ehmimanon of their programs. Marketing assumes the coopera-
tion ol all the internal constituents, but such supportis likely to be sus-
tamned in the mature community college only 1n the absence of a threat to
established misstons and activites. Consequently, the result of market-
ing efforts 15 usually the addition of program offerings on top of existing
programs

During the past decade, community colleges, under the inflo-
ence of the philosophic commitment to be all things to all people, have
vigorously pursued the expansion of nussions, activities, and cdientele.
‘The assumption has been that numbers and diversity would translate
mto political support and dollars. In fact, this has not generally occurred;
studies show that the level of support for tull-tune equivalent students is
stable or dechning in terms of constant dollars (Breneman and Nelson,
1980, Martorana and Smutz, 1980; Richardson and Leslhe, 1980).

Events of the past decade have left community colleges with
more part-tume students who require the same services as tull-time stu-
dents but who do not generate the same revenues, with ine reasing num-
bers of remedial students whose previous educational attainments make
them more costly to serve effectively, with a growing diversity of expen-
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sive services such as child care centers, expanded finanaal ad offices,
ttors, and learmng centers, and with greatly expanded delivery sys-
tems. induding colleges without walls, television media centers, and
other technological and human resource commitments. This explosion
of (hienteles, services, enrolliments, and delivery systems has not been
matched by corresponding commitments of additional dollars from
local, state, or federal sources. Increasing admimstrative costs, reduced
student services, dechning book acquisitions in hbraries, and increased
use of lower-paid adjunct faculty all provide evidence of the tension that
exists between continued expansion and available resources, and this
tension 1s at the core of marketing efforts 1n an era of imited resources
and fiscal constrain.s,

Thessue of quahty arises out ot the confrontation between increas-
ingly constrained resources and insttutional efforts directed toward
continued growth and mission expansion Given fixed resources, col-
leges find that numbers and quality vary inversely The assumption that
quahty can be held constant by increasing etfiaency overlooks totally
the labor-intensive nature of postsecondary education, as well as the fact
that community colleges are already extraordinanly efficient institu-
tions by most standards that can be applied.

A community college that bases its marketing strategy on
emphasizing quality in the transter program, for example, must inevit-
ably face the fact that attention to better-quahfied students and their
progress means less capacity and more limited resources to deal with
students on the remredial end of the scale. Clearly, a commumty college
with hmted resources cannot do an unlimited number of things well.
Marketing strategies that einphasize one activaty mustdo so at the expense
of other actvities, sinilarly . marketing strategies that seck to serve new
cientele and to add new activities without corresponding reductions in
existing activities run the nsk of diluting the quality of the college’s over-
all eftorts Under such arcumstances, marketing may represent a high-
rish response 1 an era of accountability, fiscal restraint, and persistent
calls for the reexamimation of communty college missions.

Conclusion

The hterature on marketng currently focuses on advocacy, on
marketing techmques, and on cautions against the abuse of these tech-
mques There s an absence of objective data demonstrating that mar-
keting i its comprehensive form (the total marketing concept) —oreven
it 1ts less comprehensive forms —represents an ceffective strategy for
INCTeasing revenues, renewing tistitutions i trouble, or preventing a
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shde toward instability for institutions with precarious enrollments. In
all fairness, the lack of research may be related to the relatively recent
introduction of marke*:ng concepts into higher education. However, in
the absence of such research, we can reasonably question whether the
enrollment increases (or the prevention of enrollment losses) reported
by advocates have resulted primarily from the use of marketing strate-
gies or were more directly related to fluctuations in the local economy,
demographics, or other uncontrolled events. -

The claims of marketing advocates must be evaluated in refer-
ence to at least three specific sets of issues. The first involves the contri-
butions of marketing in relation to its costs. To what extent does market-
g produce an added benefit that 1s not attainable through such stan-
dard management practices as consultation, staff development, and
normal planning activity? To what extent does the added benefit justify
the stalf resources that must be diverted from the delivery of services to
the implementation of more formal and time-consuming planning pro-
cedures”’

The second 1ssue involves the ability of an institution to collect
all relevant information necessary for the design of comprehensive strate-
gies that do not result in unintended consequences. When does the imple-
mentation of a specific course or program that may be desired by some
subset of constituents cost more in terms of the loss of support from key
deasion makers than it returns to the institution 1n terms of new reve-
nues or increased community support? To what extent will legislators
and state boards pernut public institutions to engage in apparent com-
petition to provide services to which no high prionity has previously been
attached’

The third ssue involves assumiptions about the capaaity of mar-
keting techniques to generate new revenues. Nationally, community
colleges derive more than half of their revenues from state legislatures.
Despite the existence of tunding formulas that, in theory, guarantee
addittonal revenues on the basts of number of students served, legisla-
tive practice has been either to appropriate a fixed dollar amount, which
rust be distributed among institutions on a prorated basis without regard
for the per-student amount specified in the formula, or, alternatively, to
cap enrollments with penalties (rather than additional fu nds) for exceed-
ing the spedified limit. The thesis that additional students will mean
additional state funds seems particularly tenuous at this point in time,

On the average, 15 percent of revenue for community colleges
comes from local property taxes. The resistanc e to increasing revenues
from this source regardless of the number of students or programs has
been so widely discussed as a result of Proposition 13-type initiatives
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and the defeat of override elections that it requires little additional com-
ment. Suffice it to say that marketing techniques are unlikely to produce
additional revenues from this source.

This leaves user fees as the primary variable for increasing insti-
tutional revenues. Leaving aside the distaste for this alternative in states
such as Calitorma and Arizona, there is high probability of extensive
competition for any program or course in which user fees are capable of
oflsetting costs, let alone producing a profit. In brief, it appears that, even
if marketing techniques can produce all of the advantages claimed by
advocates, the net result could easily be fewer constant dollars to spread
over more students and programs. We discussed the impact of this pro-
cess on institutional quality earlier in this chapter.

It is rcasonable to assume that marketing strategies may be effec-
tive in certain types of institutions and in some situations, but that they
are ineffective, or even caunterproductive, in others. Researchers need
to explore the differences among public and private community col-
leges, among urban and rural community colleges, among developing
and well-estabhished communuy colleges, among state and locally con-
trolled community colleges, as well as a variety of other characteristics
that might alter the effectiveness of marketing strategies and related
comprehensive planning techmiques. In the absence of such research,
broad statements about the benefits of implementing marketing in com-
munity colleges are gencrally not only naive but may also be dangerous.
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A marketing appioach begins with an assessment
of needs and wants. The assessment 15 then translated
into product. that sell

Marketing and Community
Impact Assessment

Callie Foster Struggs

The term marketing concept has been defined as the orientation of all parts
of the institution toward the satisfaction of student or societal needs. It is
the needs assessment and its continual monitoring that provide the base
for an eclectic approach to marketing. The community impact study is
the major tool available to an institution for assessing its community’s
needs.

Historical Pe:spective

Community impact studies undertaken prior to the 1970s focused
on determining the imf}act of an institution on its community’s financial
well-being. These studies measured the amount of money expended by
staff and students in the community, the amount of tax revenues gener-
ated by the institution, and other types of economic indicators.

Community impact studies conducted in the early 1970s attem pted
to assess the social and cultural impact as well as the economic impact
of institutions on their communides. Several of these studies used insti-
tutional record review, survey questionnaires, and interviews as means
of gathering data. Two such studies are those conducted by Watchel and

W Retnand M Ketm (Eds ) Nee Dictiens for Commun.ty Colleges Marketing the Pogram no b
San Franoine fossey Bass, December 1981 23
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Morchouse (1971) and R zatenstraus (1974). These studies document
that the institutions attract knowledge-based industry and that colleges
provide a range of faciliies and acuvities that are used by residents of
the community  Results of these studies, however, did not address the
institutional impact on the educational level of the community, commu-
nity attitudes toward the institution, or the economic changes in the
institution caused by employment rate, housing, and retail develop-
ment. Not until 1978, as a result of the efforts of the National Center for
Higher Education Management Systems (NGCHEMS), was there an
updated wntten methodology for gathering qualitative information
through community impact studies

If an institution intends o assess ats total impact on a commu-
mty, 1t must plan, design, and implement an evaluation ot its eftect on
the tollowing areas. (1) educanon (new skills and competencies learned,
and adequacy of delivery mode and methodology used), (2) social services
(recreational, interpersonal), (3) cultural activities (the performing arts,
sports), (4) economic factors (income, expenditirres, employment, and
industrial, housing, and retail development), and (5) technical develop-
mnent.

Planning a Community Impact Study

The key participant in the planning, design, and unplementa-
tion ot a community impact study 18 the president of the institution The
president’s participation lends credibility to the effort and indicates that
the results wall be used, to the extent possible, in the planning and man-
agement efforts of the instutution.

The president should appont a project leader for the study The
project leader should have

o A dlearly defined role that 1s communicated to the entre col-

lege and the community

o A knowledge of rescarch and evaluation prinaples and prio:

management experience

o “I'he ability to relate to all segments of the commumty

o The necessary resources to conduct the study

Once the project leader is appointed, the crucial planning deai-
sions tor the study must be reviewed and approy ed by the administrative
stait These decisions include.

o Defining the scope of the project

o ldentutving which geographic areas and/or populations will be

included in the study

o Identitying which inpacts will be assessed.

¢ 29
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In conducting the study  the institution should seek information
concerning awareness and use of 1ts programs and servic es, the extent to
whiuch they meet the needs of the community, the existence of any unmet
needs, and its economic impact on the community it serves, An institu-
tlon might want to assess its direct and indirect impacts. For example,
the communuty is affected directly through course ofterings and indi-
rectly through better job performance by employees who have taken
courses at the college Another indirect inpactis the existence of the in-
stitution itselt within the community, since this presence becomes a
powerful marketing tool for the community in the wooing of new indus-
try When community leaders outline the availability of training in skills
tatlored to industrial  -eds, the attractiveness of the ar. 1 is enhanced.

Administrative staft members must be careful that the scope of
the project 1s not too narrow or too broad  If the sc ope is too narrow, the
ata resulting from the study will not necessarily reflect the institution’s
true impact on the commumty. I the scope 1s too broad, the data might
be too extensive to be of benefit to the institution.

‘The scope of the project will determine whether involvement by
prople outside the institution 1s necessary or feasible. Many institutions
have utiized an internal task force, as well as an external advisory com-
mittee. The task force, made up of faculty and staff of the institution,
might be responsible for wlentfying key sectors of the community to be
assessed, developing instruments to be used in the study, and wdentify-
Ing sources of information available within the institutional framework .
The advisory commuttee, composed of various commu nity representa-
tives, nught be responsible for reviewing and reac ting to the scope of the
prowect, assisung in the wendficaiion of external sources of information,
and assisting 1n the dissenmnation of the findings.

The administrative statf must also consider that the term “com-
mumity” has many definitions as it relates to community impact studies.
Civen the scope of the project and the impacts to be studied, the staff
must decide which population groups to assess These groups could
include:

o Faculty, staff, and students of the institution

e Facultv, statf, and students of local high sc hools

o Resdents of the service area

o Employers in the community

* Service organizations and agencies

» Pohucal leaders

o Representatives of local universities and colleges,

Commumty, therefore, must be defined by the mstitution n
terms of the project’s scope, the size of cach population group, and the

ot
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prior or anticipated impact of that group on the institution. Decisions
must then be made as to whether the total population in each group will
be surveyed or whether a sample should be selected.

Methods for Implementing a Community Impact Study

A number of techniques may be utilized in gathering data from
the many groups to be surveyed as part of an assessment of community
impact. Three basic techniques that have been used by most institutions
include record review (institutional and noninstitutional), interviews,
and survey questionnaires. In determining which technique is most suit-
able for a given assessment, remember that the institution’s impact is
volatile in some respects; you should utilize the technique that can be
replicated for future study and comparison.

Record Review. Records kept by the institution, those kept by
governmental agencies, and census data can all be used to secure descrip-
tive data on the community. Institutional records might include such
data as enrollment trends and summaries, community use of facilities,
operating expenditures of the institution (utilities, supplies, and so on),
and veteran participation in the educational process. Since recowd
review research can result in extensive data collection, one should be
careful to collect and review only the data that respond to the questions
asked in the scope of the study. One should also consider the accessibil-
ity of the data and the cost of securing the data.

Interview Technique. Telephone and face-to-face irterviews
have been used by various institutions in determining community impact.
Reports from these institutions indicate that telephore interviews, while
resulting in more open expressions of opinion, are: also costly. Face-to-
face interviews, in many instances, do not usually provide a response
reflective of the total community because of the isolatica factor inherent
in this method. Face-to-face interviews are usually conducted in settings
such as shopping centers, religious meetings, or community meetings.
Therefore, community members who are not participating in these set-
tings at the time of the interview will not have an opportunity to partici-
pate in the assessment. Additionally, the interview technique requires
more staff time and expense than other types of data-gathering tech-
niques.

Mail Survey. The mail survey has several advantages over other
data-gathering techniques. First, it provides better control of the popu-
lation participating in the survey, which facilitates gcod follow-up. It
also permits an anonymous response, which might allay staff concerns
regarding retahation by administration. And the low cost of a mail sur-
ve, is attractive to institutions with limited budgets.

Aruitoxt provided by Eic:
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The questionnaire used in a mail survey can be constructed of
open- or closed-ended items, or a combination of both. In an open-ended
item, the participant completes a sentence or provides a written response
to a question. In a closed-ended item, the participant selects one of sev-
eral responses histed in the questionnaire. Whitney (1972) lists the fol-
lowing advantages of each typc.

. Open-ended items:

¢ Are relatively fre. from the researcher’s influence

Elicit a wide variety of responses !
Are useful for introducing new parts of the questionnaire
Provide background for interpreting results

Give respondents a chance to express their opinions

Are more courteous

Can aid in drafting questions and coding responses (when
used in pilot work) ,

* Give detail and credibility to the final report.

Closed-ended items:

* Are more uniformly interpreted by respondents

* Produce easily tabulated responses

* Are unaffected by the respondent’s verbosity

¢ Eliminate problems of vocabulary and definition

* Permit more questions.

The decision as to which type of items should be included in each
institution’s questionnaires is determined by the scope of the study, by
the time available from the staff, and by the staff’s ability to analyze data
collected from study participants.

Eastfield’s Strategy

In 1977, Eastfield College in Mesquite, Texas, in conjunction
with the National Center for Higher Education Management Systems
(NCHEMS), conducted a community impact study. The purpose of
this study was to gather qualitative information such as:

¢ The degree of community awareness of the college

* The degree of community participation in college programs

and activities

o The level of satisfaction with the programs and facilities of the

college

* The expected use of college facilities

* High school seniors’ and staff comparison of two-year colleges

versus four-year colleges

o Unmet community needs.

The projectleader and mernbers of the task force were appointed

1{fc 3.

Aruitoxt provided by Eic:




ERI!

Aruitoxt provided by Eic:

28

by the president. The president and the administrative staff identified
the purpose of the study and proposed uses for the data. This activity
resulted in the president’s policy statement on community impact assess-
ment. The charge to the task force was as follows:
1. Define “community.”
2. Identify and define the role of the advisory committee.
3. Determine which groups, institutions, or agenciesin the com-
munity will be surveyed.
4. Conduct a pilot survey to ascertain the effectiveness of the
survey instruments.
5. Determine who will print and process the results of the survey.
In response to the charge, the first meeting of the task force
resulted in three decisions. First, the task force identified the specific
groups to be surveyed. These population groups, and their sample size,
were:

Eastfield faculty — 20 percent of all faculty members
Eastfield student body — 20 percent

Graduating s 1iors of feeder high schools— 20 percent
Feeder high school teachers and counselors —25 percent
Employers throughout Dallas County — 20 percent
Residents of Eastfield’s service community —2 percent.

Second, the task force established the responsibility for question-
naire design. Each task force member, with the assistance of the project
leader and college research staff, agreed to accept responsibility for the
design of one questionnaire.

Finally, the project leader took on the responsibility of refining
the list of actual individuals and agencies to be surveyed.

While task force members were working on questionnaires rcla-
tive to their assigned population group, the project leader undertook the
following activities.

e An analysis of student distribution, by census tract, through-

out the district .

¢ A review of community impact studies and needs assessments

completed by institutions throughout the United States

e A compilation of items that should be common to most, if not

all, questionnaires, such as age group of respondent, house-
hold income range, sex of respondent, and ethnicity.

Eastfield’s survey instruments contained a combination of open-
and closed-ended items. Some common questions were asked of East-
field faculty and students and of the students and staff of feeder high
schools. The purpose of this commonality was to compare perceptions of
cach population group.
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The project leader conducted a pilot survey, the results indicated
that there were no interpretation problems with the instruments Ques-
tiornaires were dehivered to and picked up from feeder school participants
and college participants, thereby saving on postage costs A tollow-up
postcard was mailed approximately two weeks after the questionnaires.
The tollow -up resulted in additional returns of approxumately 20 pereent,

Eastfield’s Use of Its Findings \

Eastficld immediately began using the results of the study to
improsve planning and enhance its public relations. For example, since
the study revealed that transportation to and from Eastfield was a prob-
lem tor only a very few persons, the college elimunated its request to the
local transit authority for a feasibility study to determine whether special
bus routes to the college should be estabhished. Easttield also decided o
offer more occupational/technical and community service courses at off-
campus locations requested by employers. (On. course in management
had already been conducted suecesstully at a local public library.) On
the other hand, Eastfield reduced the number of off-campus credit courses
taught at local high schools. since the study revealed that many respon-
dents prefer taking credit courses on campus.

Also as a result of the study, Eastfield began scheduling counsel-
ors and semors at local high schools and the college began providing
information about Eastfield to juniors at those schools as well. The col-
lege deaded to develop special courses in human serviees, transporta-
ton, law and public administration, business management, and health
for students graduating from area high schools. It refined its support ser-
vices and began to evaluate the college’s Learning Resources Certer.
And it decided to increase its publie relations budget by about 30 per-
centand to concentrate on increasing awareness of the college in those

arcas whereats visibility was relatively low

Conclusion

The community impact study enabled Eastfield College to meet

three of the college’s eleven stated goals. These three were.,

e To continuously assess the educational and cultural needs of
the service commumty and Eastfield's students for the purpose
of providing appropniate programs and services to address
those needs h

e To provide alternate learmng opportunities consistent with
student and cominunity (il\'('rslty
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» To promote positive and productive relationships with the
leadership of the business community and external agencies
that will be consistent with the college’s philosophy.

Responses from 76 percent of the participants indicated that

Eastfield was meeting these goals “satisfactonly” or better, and 18 per-
cent “didn’t know " As an additional benefit, responses to the study ena-
bled Eastfield to refine the planning assumptions for 1979-1980 related
to educational programnung, facilities, enrollment, and statfing in spe-
cific areas.
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Colleges can take certain steps to involve everyone
in the development of a marketing plan.

College Strategies for Implementing
a Marketing Program

Anne Mulder- Edmondson

When an entire college — the faculty, students, administration, and sup-
port staff— becomes involved in a new project, something is bound to
happen. However, any preconceived notions of exactly what will result
from such a praject can be quickly discarded, even though clear goals
and objectives for the pfoject’s outcome are understood, agreed upon,
and even desired. What does emerge, however, can be exciting and
unique to the institution — if certain strategies are incorporated in both
the planning stages and the implementation of the program itself, This
positive outcome can occur if it is agreed from the outset that all the
parts are equal —that a secretary’s input is just as important as the col-
lege president’s, for instance, or that a student’s opinion is as valid as a
faculty member’s. Operating in an atmosphere of trust is essential, and
creating an environment where change can occur is mandatory. One of
my colleagues likened the process we developed at Grand Rapids Junior
College to taking 300 kangaroos for a waik on a leash, That image is
both humorous and frightening — not to mention challenging and accu-
rate.

This chapter, then, is the saga of one institution’s catharsis in
developing a marketing program. [ use that word advisedly, for cathar-
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sis 1t was. Although we embarked on a neatly definedsproject, we were
continually purging oursehves of all the distracting obytacles that con-
stanth arose, such as the oprmions ot all those individuals who said a new
concept would not work or the insutunonal barriers that\prevented our
trving a ditferent approach We challenged cach other ahd the institu-
uon We camne out at the end of the project, however, with a changed
view of each other and of the institution of which we were 4 part, with a
renewed respect for what we could and could not accomplish, and with
the nudleus of a markeung program that could work for us

The overriding consensus was that a good marketing program
could help us better plan our future as an instutution

Institutional Commitment

A new buzz word had hit the campus: marketing  Articles in
higher education journals challenged the reader: “How are you market-
ing vour institution?” Exery conference held a session on the topic. At
least three umes a week the mail brought a slick brochure describing a
workshop on how to cure the marketing ills of any institution. The bar-
rage from the outside { - ~ed the mternal fire Everything and anything
that was wrong with th llege painted to a marketing malaise. Over-
crowded dlasses, poor parking conditions, incorree t advertising, increased
compett.on from other colleges, a higher dropout rate — all were symp-
tomns of something tar greater that could be cured only with a large dosc
ol proper marketing — whatever that meant.

To meet the coneern of the taculty and the administration about
marketung 1ssues, the college president charged two members of the
admimstration staff with the expliait responsibility of developing a mar-
keting plan for the college. these two stalt members were the assistant to
the president, whose primary tune tion was administering certain phases
ot college development, and the assistant dean of student services,
whose major responsibihties included admissions and student recruit-
ment Two additional administrators were assigned to work as needed
on the project the director of public relations and the college registrar,

who ilso doubled as the director of institutional research and keeper of

all stausucal data on students matriculating at the college. The presi-
dent’s charge was simple: “Develop the strategies for a marketing plan
and solve the problems ™ A simiple directive = yes, A simple solution —no

At this yuncture, looking for new employment seemed more
appealing than fulfilling the president’s charge. The first question was
where to start, and the second was whomn to involve. Obviously, there
was homework that needed to be done. Who had developed a marketing
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program at a community college? The articles 1in the journals were
reread with fresh enthusiasm, and the slick brochures were hauled out of
the circular files. Letters were sent to every community college in the
state and to colleges that had been mentioned in publications. Responses
began to come in. The marketing plans varied from elaborate billboard
campaigns to intricate graphs, charts, and research data that had been
compiled by earnest Ph D. candidates. Some of the suggestions were
good; some were outlandish What was increasingly obvious was that
what worked 1n one place might not work in another. Moreover, little if
any of the literature discussed how to involve a total institution in mar-
keting, and involvement of all segments of the college scemed essential.

A portion of the fall all-college in-service session was set aside for
discussing the question of marketing the college. The president and assis-
tant to the president first selected a group of faculty members and admin-
istrators, all of them individua's who had expressed an interest in market-
ing and who had good rapport with their peers. This initial group planned
a three-hour workshop where some 240 full-time faculty and adminis-
trators were presented with the topic and were then divided into groups
of twenty. Each of the groups was chaired by both a taculty member and
an administrator, and each group addressed seven specific questions:

I. What is the college image —both internally and externally?

How do we currently recruit students?

What are our policies related to the retention of students?
What do you percewve as the short- and long-range goals of
the college?

What are the markets we need to serve?

Where are our areas of concern?

Waat should the college consider changing, keeping, or dis-
carding?

[t was an ambitious undertaking with a tremendous amount of
risk Certainly, we did not expect any group to cover all seven ques-
uons Some of the groups responded eagerly, and some used the time to
vent their frustrations at the administration’s policies or lack thereof,
Nonetheless, several significant factors emerged. One, we discovered
several areas within the college where marketing efforts (disguised under
different names) were already underway, and some of these efforts were
relaively successful Two, we found that almost everyone was con-
cerned about how we as a college meet the needs of our student body —
even if it meant making changes in our methods of operation. T hree,
and perhaps most important, at the end of the workshop session, sevgaty-
five faculty members volunteered 1o serve as members of an all- u)(zlcgc
markeune tak torce' The fun had just begun.
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The Committee Structure

Seventy-five volunteers is a mixed blessing. To involve them in a
series of meaningless meetings would have destroyed the enthusiasm
that was beginning to build. Moreover, the thought of a committee-of-
the-whole composed of seventy-five vocal faculty members was equally
ludicrous, bordering, in fact, on the insane. A plan surfaced, however,
that involved everyone and allowed the task force to operate in a rela-
tively efficient manner.

First of all, out of the workshops, nine areas of concern had
emerged. Each of these nine areas were important to a marketing plan
and could easily become topics for subcommittee discussion and action.
Each of the seventy-five volunteers could become working members of
one of the nine subcommittees. Second, of the seventy-five volunteers,
nine of them would be selected to serve as chairpersons of the subcom-
mittees. Selected chairpersons would be assigned to subcommittee areas
in which they had some expertise, and they would als. serve as members
of a central coordinating committee to be chaired by the assistant to the
president and the assistant dean of student services. This procedure was
adopted. In some instances, subcommittees were enlarged to include
students and members of the college support staff.

The central coordinating committee met bimonthly; the sub-
committees met as needed, depending on the goals of each group as
defined by its members and by the central cornmittee. Initially, the cen-
tral committee formulated a brief questionn aire that was sent to the en-
tire faculty and administrative staff, asking questions related to market-
ing issues:

1. a. What has your division attempted to do to recruit students
(traditional, nontraditional— meaning those recruited
other than through high schools, and minority?)

What activities have been most successful? Why?
What 1s being done to retain students?
. What do you feel is most successful? Why?
What additional ways would you suggest to assist in stu-
dent retention?
. Do you have specific suggestions for retaining minority
and nontraditional students?
List acuvities that occur outside of the classroom that are
sponsored by your division.
Some divisior < responded as a group; others chose to have individuals
respond The responses were tabulated and given to the various sub-
committees, forming the basis for their first meetings.

3J
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The nine subcommittees, the persons who chaired them, and the
task for each of these groups are listed below. Let me emphasize, the sub-
commutlees developed out of expressed areas of concern, the chairpersons were selected
based on either their areas of expertise or their faculty positions, each subcommuttee
helped to define its role and musston

Committee Task
Campus Services To review all campus services such as health ser-
vices, Job placement, academic support services; to
compare these services to other colleges and to
recommend areas for improvement.

Co-chairs: Vice-president of the faculty council and a counselor from the
Educational Development Center

Cocurncular Activtties To accumulate, compile, and disseminate informa-
tion on departmental extracurricular offerings, and
to recommend areas for improvement.

Chairperson: A faculty member, well liked by both students and faculty,
knowledgeable about cocurnicular activities

Financial Ard To review financial aid packages and to recomn-
mend methods of disseminating information to
students and potential students

Chairperson. Director of financial aids

Marketing Research To assist the central and subcommittees in compil-
! ing and interpreting data, developing surveys, and
S0 on.
Co-chairs Registrar/Director of insttutional research and the business
department chairperson

High School Recruttment To review old and new recruitment activities
related o high scliool recruitiment coordinated and
conducted by the admissions office and to recom-
mend areas for improvement, policies, and
procedures

Chairperson Admissions counselor

Nontraditional Student To determine nontraditional markets, to determine
Recrurtment how we currently served nontraditional students,
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Committec Task
Nontraditional Student to determine who they were, what methods of
Recrurtment (continued) delivery we were using for this market, what was

working, and what we needed to improve, and to
recommend accordingly

Chairperson Director of community services and continuing education

Minonity Recruttment To develop strategies for attracting more minorities
to the college, to assess the way the college related
to minority students, and to recommend ways to
improve services for the minonty students that
would assist in retention

Chairperson Mnonity advisor from admissions office

Publications/Advertising To review all college advertising aad recruitment
publications and to recommend revisions, delivery .
methods, and a time line for publications, as well
as to recommend ways to improve the college’s
external image.

£Zha1rpcrson. Director of pubhc relations

Retention To focus on colle -related reasons for student
withdrawal and to make recommendations based
on (1) a survey of students who dropped out before
graduating and (2) an internal assessmen* ~ pro-
cedures used within various departme, he

college to retain students. to gather the ¢ .x and to
recommend methods for initiating, improving, or
sustaining retention activities,

Chan person A faculty member serving as coordinator of the mentorship
programn, a support program for minority students

The Committeces and the Task Force at Work

The subcommittees and the central task force committee had
defined a large body of work, indeed, viewed in total, it seemed stagger-
ing. But, piece by piece, things began to fall together—because there ‘
was a plan for the planning. First of ¢ .1, tight time lines were established.
The total group had begun work in September. By January (the begin-
ning of the second semester), an interim report would be given to the
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faculty and adnunistrative statt. Committee work would conanue dur-\

ing the second semester, and a final report with recommendations

would be given to the total college the following fall. A year may seem a
long ime ltasn't

Second, good intrarelationships between the subcommittees and
the central committee had to be fostered and nurtured, not assumed. It
1s precisely at this point that the planning process could falter. For
example, in our case the marketing research subcommittee found them-
selves besteged with requests for data and survey instruments. We had
agreed carly on that this marketing research subcommittee would han-
dle all research questions, since we did not want the faculty or student
body inundated with questionnaires from all mine groups. Moreover,
hand tabulatons of data left large margins for error, and we knew that
we had iimited access to the college computer services. Hence, the cen-
tral committee was forced to prioritize and weed out requests and to
determine how data would be compiled and used. This necessitated
making decisions that created inconveniences for some subcommittees,
but it generally benefited the whole. The cencral commuttee also had to
take strong stands with the marketing research subcommittee about what
data vsere necessary and vital to the other subcomrmnittees’ functions.

Third, intracollege communication had to be established. With-
out guestion, the informal network produced by having seventy-five
ndividuals, representing all segments of the college, was a benefit Peo-
ple were talking about the project; that was a positive first step. Formal
lines of communication were also important. Update reputs were sent
regularly to the admimstrative staff, the faculty coundil, the instruc-
tional coundil, and the college forum — a group composed of administra-
tors, faculty, and students The student government was kept informed
as well. Moreover, when the task force deemed it necessary, specific re-
quests were made for information and assistance trom these bodies. One
such request stands out, i particular. Early in the planning process,
several subcommittees complammed that they felt they did not have a
good understanding of institutional goals . . indeed, they questioned
if anyone at the college knew what those goals were They feit that we
could not inarket an institution if we did not know what we were market-
ing. to whorn we were appealing. orif we were ereating a plan congruent
with the institution’s goals —a justifiable concern, certainly. The task
force requested that the college president meet with the total group to
discuss long- and short-range goals from his perspecive This request
was honored and resulted in a continuing admimistratinve commitiment
to institutional planning

12
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In Retrospect

A checklist for developihg strategies to involve a total college in
the marketing process would certainly include the following:
1. Have a commitment from the top. This includes the alloca-
tion of personnel and dollars.
) 2. Do your homework. Someone out there may know more
than you.
3. Involve all segments of the college — faculty, administrators,
support staff, and students.
4. Be realistic about what you can accomphsh, but don’t be
afraid to dream.
Expect problems.
Handle them.
Keep everyone informed of the progress.
Plan your planning—and, then, replan.
Keep your institution and the community it serves in mind.
What makes you unique is paramount.

10. Work on buildug trust. You will find many good things
already at work within your college, and you will discover
areas that need improvement. Build on the good.

il. Establish tinie lines.

12. Keep to them.

13. Disband the grcup when the work is done.

14. Keep your sense of humor. )

Approaching marketing in the manner I have described is *ime-

consuming, frustrating, and occasionally counterproductive. But the
benefits far outweigh the liabilities. For what emerges is consensus, and
that can be a rare and precious ccmmodity in today’s educational set-
ting. Faculty members can fecl their opinions count. Administrators can
view the faculty as helpmate rather than as adversary at the bargaining
table The marketing plan itself becomes secordary to the people and
the process. And maybe that, after all, is what cducation is all about.

0o No v

Anne Mulder-Edmondson 15 dean of academic services,
G.and Rapuds Junior College




Here is a primer for using the printed media in advancing
Jour institutional marketing plan.

Marketing and the Printed Media:
Getting the Promotional Job Done

Barbara A. W. Smith

With colieges openly competing for a dwindling number of eighteen-

~ year-olds and scrambling to develop new consumers for their services, it

was inevitable that they would turn to those wonderful folks who
brougkt us all Un-Cola, Excedrin headaches, and Xerox copies. Educa-
tion as a consumer good is a revolutionary concept for colleges, and it
has been with trepidation that they are coming to terms with the use of
the popular media~ newspap.rs, radio, and television— for advertis-
ing, publicity, and promotion to make consumers (students) aware of
their product (educational programs) and to create a demand for it. And
while the success of Volkswagen, IBM, Avis, and other couLipanies in
markeitig anc promotion holds hope for colleges, the failure of Xerox to
matket th¢ ir computers, of IBM to market their photocopiers, and of
Ford to market the Edsel stand as grim reminders of the risks involved.
Nevertkeless, colleges are spending energy and money on market
research, consumer identification, and promotion in hopes that students
and tiw institution’s programs can be brought together, ensuring institu-
tional survival.

W Kemnand M Reim (Fady | Ve [hecons tor Community Colleges Marketing the Program no 36
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Publicity, Advertising, and Promotion

Once the research is done, goals determined, the consumers seg-
mented, and strategy outlined, you are ready to sell your school and its
programs. Selling means publicity, advertising, and promotion, and the
suceess of your marketing plan depends, armnong other things, on how
well you work with these tools,

Publicity involves unpaid media coverage of the people, places,
and activities on your campus. They inust have news value if they are to
gain that coverage. In turn, the coverage must help increase public
awareness of and support for those people, places, and activities. Ideally,
publicity efforts should be coordinated by an ongoing and efficient cam-
pus news bureau or information office.

On the other hand, advertising is paid coverage of institutional
activities and personnel. How much is paid depends on the college and
its marketing plan, but 1 percent of the annual insututional budget is
not an unrealistic figure in J.ese competitive times.

Advertising has undergone some major changes in the last few
years and the stereotyped, derivative approaches simply don't work any
more. [t used to be that you studied the productand its features and then
prepared a creative ad or ad campaign that communicated your strengths
to consumers. With the thousands of advertising messages that the aver-
age consumer has to sort through, strategy’has become more important
than creativity; you must carve out a position for yourself in 2 iarket-
place glutted with others who are offering similar products and services.

Promotion, which is the sum of all your advertising and publicity
efforts, is only the sales tool of marketing, and 1t can easily become a
dangerous undertaking if 1t is not supported by advance planning and
real institutional dedicauon to making the customer happy. There is a
tendency in educational marketing to distort the role ot promotion so
that it becomes a Catch-22 proposition. If it works, it’s because the prod-
uct is wonderful, if it fails, the promotion was wrong. The media are not
the most important influence on activating potential students; the media
mnerely provide the best way to give out information on the college, its
programs, and its services.

'Using the Media

Whether you are located in Washington, D.C., or Tonkawa,
Oklahoma (and I have worked with both), whether you have 1,000 stu-
dents or 100,000, whether you have one campus or a dozen, the princi-

-
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ples for using the media in marketing promotion are the same: (1) know
your goals, (2) know the ‘nedia, (3) know your conipetition, and (4) know
what news 15

Know Your Goals. Almost every institution has an elaborate
statement of mission and goals. The direction of marketing and of the
colege itselt 1s determined by how key decision makers interpret the
institutional mission, so start with visits and interviews with these key
deasion makers. Explore how they see your nstitution, and use that
information to shape your approach to the media.

It national recogmition as a research institution is the goal, you
won't want to spend a lot of time or money on the Podunk Gazette. 1f
courses by television are your claim to tame, you obviousty will want to
concentrate on television and perhaps on a major dircet-mail campaign
rather than on other traditional media. (Colleges in general could do a
whole lot more than they are doing with direc t-mail promotion.) You
need to know what you want to say and whom you want to say it to, and
that knowledge can only come from understanding your institutional
goals.

Know Your Media. Each newspaper or radio or television station
has its own personality, its own biases, its likes and dislikes. There is
only one way to work eftectively with the media outlets in your area (or
nationally for thar matter), and that is to get to know them. Read the
papersiaf you don’thave ime to read them daily, at least glance at them
once a week. The samie i« true for radio and television — explore one sta-
tiona week. Getoutfrom behind your desk and meet the people who put
the news together, who shape policy, who sell the ads. (I have always
been amazed to find so many people in the promotion business who are
awcd to the pont of shyness by “The Media.”) It 1s hard for people to
ignore someone they know and talk with regularly.

Conr ersely, itas important to let them get to know you as a credi-
ble and reliable source of news. information, and creative ideas. That
means delivering a quality product whether it's a press release, promo-
tional copy. information, adverusing, or services.

During a routine dealing with one of our local papers, [ learned

_that the editors were planning a recipe contest for readers and a special

tabloid supplement to feature prize winners. | suggested they might
want to use college facilities for the contest and to get help from our stu-
dents in hospitality: management and chef’ apprenticeship—all in ex-
change for free advertising and publicity for those programs. We had a
standing-room-only crowd, and the success of that contact has grown
mto other projects For example, we sponsored a Personat Finance Fair,
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which featured personalized sessions where members of our teaching
staff gave financial tips to the contused and to those already able to bud-
get costs —again in exchange for advertising and promotion.

A few words about press releases in general, Press releases are
the mainstay of promotional and publicity work, which is understand-
able because they are relatively cheap to produce and because news-
paper space 1s the most accessible medium there is. But remember,
everyone is 1n the press release business these days; even our county
sewer district has a tull-time press agent! You might try other approaches,
espeaially in metropolitan media markets. Personal telephone calls are
good —but not at deadline tme —and so are letters. I write personal let-
ters suggesting upcoming events or survey results to those reporters and
columnists who nught be intrigued by an event or a story, and the
response has been good. Letters and phone calls recognize the profes-
sionalism of the reporters involved and can help build a personal rela-
tionship with news personnel Other tricks of the trade are to present
editors with digests of news events and with feature summaries for con-
sideration, or you can tie your campus's programs to national trends or
events by presenting chppings from the national media that reflect ideas
similar to those you are promoting.

It you do use press releases (and certainly they are important,
espeaially to short-staffed local papers), write them right, An editor can
receive up to 400 press releases daily, and the most consistent complaint
I hear from editors is how badly wnitten most of them are. One editor |

worked with recently received a release from the public relations office of

a major university famous nationwide for its school of journalism; the
release was so filled with errors and violations of sound journalistic style
that ske returned the release along with a caustic note to the university.

Know Your Competition. If you are going to promote your col-
lege, you must know almost as much about other educational services in
your area as you know about your own. Only then can you carve out a
posttion for yourself in the educational marketplace.

Certain positioning strategies have become classic. There’s the
aganst positioning strategy, where you position yourself against the
leader in your field The Avis promotional campaign provides an excel-
lent example. For thirteen years Avis lost money by trying to beat Hertz
and become the “No. 17 car rental agency. Finally they admitted to being
*No 2," promoted themselves as holding that position, and have made
money cever since Volkswagen, on the other hand, used a market posi-
ton that no one else wanted — promoting a car as ugly but reliable and
enduring—and the company became successful. And chere's the alterna-
twe position used by Seven-Up  Two out of three soft drinks in the United
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States are cola drinks, so Seven-Up billed itselt as the “Un-Cola” alter-
native

There are lessons here for community colleges offering voca-
tonal traming, alternatives to four-year educaticn, and specialty pro-
grams; the promotional strategies are as near at hand as the campus
hbrary Remember that, when you are competing, be brutally honest
about your own posiuon. Don't try to compete head-on with any strong,
established leader; go around, under, vr over, but never head-on. There
ts room in the educational marketplace for “No 2" and for pride and dis-
unction in providing an alternative,

Knowing your competition does not mean developing an adver-
sary relationship in your promotions. Indeed, one of the potential prob-
lems in publicity and promotion is instututional chauvinism, that increas-
Ing narrowness of vision that can endanger your credibility with the
media.

If I send out a release or solicit coverage on a program or class, 1
make sure that [ also include the names of every school in our area that
has a simnilar or related program. It saves the reporter’s time in checking
itout, 1t adds o my credibility, and, when we do have a unique pro-
gram, we get better coverage. After all, anything that promotes educa-
ton n a positive way 1s also advertisement for your instituiton.

Know What News Is. The principle is simple: Know what makes
news in the eyes of your media sources (and there are pronounced differ-
ences in what makes news for each medium), and capitalize on it whether
you are writing copy or 1ssuing publicity. The exccution of this princi-
ple, however, 1s difficult, especially when you are pressured to get fac-
ulty names or the dean’s picture in the paper or to get bookings for the
president on talk shows on a regular basis. All those faculty awards and
«lmunistrauve egos will turn metropolitan editors cold. There are
appropriate channels for those items—in-house news, -hometown
papers, and professional trade papers — but do not use the major media
for them

Beé alert, 0o, to the fact that news judgment chaages. For years
womnen’s athletics were not newsworthy. The women'’s movernent, Title
IX. and an increasing number of superior womnen athletes who refuse to
beignored have changed this, For years we had trouble getung serious
coverage for the National Jumor College Athletics Association (NJCAA)
Wornen s Basketball Tournament held on our campus With changes in
news Judgment and a lot of persistence on our part, we can boast more
than 5.500 inches of coverage for the five days of this year's tournament
mour area media alone,

Just as news judgment changes, so do the kind of stories the
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media seeks. As special-interest magazines have asserted their dorm-
nance, newspapers have sought more teature material in order to com-
pete Your canipus s an endless source of features to feed that market,
And I don’t mean features about campus personalities, but stories that
perform a real public service —in other words, not stories on the market-
ing instructor but tips on marketing, not stories on adult education but
on shortcuts to college credits for adults in a hurry, not on the psychol-
ogy program but on how to recogmze child abuse, and so on.

Then Create. K.nowing these four principles also allows you to
know what won't work. Sometimes the traditional media are not the best
way to reach an audience. In Des Moines, Towa, the community college
used bellboards to promote itself with good results. Sometimes ereating
vour own publication, such as a magazine dedicated to alumni or a spe-
aal audience, 1s better than using local media.

The only limits on eftective promotion in marketing are the bud-
get, your understanding of the media, and your unagination. Make
your promotional work casier by keeping abreast of what is being done
for promoton in other areas, adapt the best of these ideas to your own
purposes. As an advertising executive once told mie, “You have a moral
obligation to keep a good idea in moton.” Sotae of the best materials [
have seen on marketing and promotion come from the Council for the
Advancement end Supporc of Educaion (CASE), but there are other
groups who issuc informative and insightful newsletters and publica-
uons induding the Amenican Association of University  Professors
(AAUP), the Educational Press Assodiation of America (EDPRESS),
and others T'rade journals such as Advertising Age and Communication Arts
arce invaluable.

In conclusion, know vour goals, know your media, know your
compettion, and know what news 1, and you'll get the job done it you
also throw in a hitle creativaty [ know 1t sounds a bt hike that old saw,
“Keep your nose to the grindstone and your shoulder to the wheel,” and
1t sure 1s hard to work in that position. But the secretas, there s noother
position to work trom,

“Barbara A W Smuth 1y director of public information for Johnson
County Community College in Qverland Park, Kansas

O
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" This chapter offers a practical example of how electronic media

can carry college program information to the community.

Marketing and the
Electronic Media

Robert H. Gaffner

Whether or not electronic media should be utilized by the community
college in a promotinnal campaign must be determined through careful
and thorough research and aunalysis. Indiscriminate use is not oniy
unproductive but also very costly.
"~ A number of-questions can be answered through such research.
First, what electronic media serve your area? Is there localized pro-
gramming that caters to your specific audience, or does the program-
ming attempt to cover too wide an audience for your specific needs?
What audicnces are served? What are the age brackets and income
brackets? Are there ethnic stations? What share of the target audience
that you are secking do the media have? Answers to these questions are
readily available for free from both radio and television stations. All sta-
tions subscribe to the services of independent survey companies that
assemble and provide such information on a monthly basis. Examples of
such independent survey firms include Arbitron, Mediastat, and Nielsen.
The following questions must also be answered through your
research. How large a role will electronic media play in the overall cam-
paign? Will they carry the major thrust or serve in a supporting role?
What type of electronic media will be used? Radio? Television? Both? [f
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both, in what ratio? What kinds of commercials should be developed —
institutional, career-oriented, college transfer? What 1s available in the
way of free public service time? What about utilization of the overlooked
electronic media, such as telephones, automatic answering devices,
slide and film productions, indoor/outdoor movie theaters, and business
marquees?’

The utilization of electronic media can be expensive. Ideally,
one would like to have enough money for a year-round electronic media
program, however, 1t is safe to assume that it will be some time before
such monies will be available in higher education institutions. After
all, the expenditure of college monies for electronic media 1s a 1elatively
new venture. Couple that with the fact that many state legislatures take
a Jaundiced view of any advertising (let alone radio and television) by
colleges, and then add to this the difficulty in measuring the success of
racio and television advertising, and you can appreciate administrative
reluctance to budget large amounts for electronic media programs.
Unfortunately, there is truth in the advertising maxim that if vou do not
have a sufficient amount of money available to make an impact through
repetitiveness, you had best divert your dollars to other areas or not
spend them at all. It s essential that your message be told oftcn enough
so that it will be remembered by your target audience.

It may appear that utilizing the electronic media on a limited
budget s essentially impossible. This is not true. It will certainly be dif-
ficult, but itis not impossible. Regardless of the size of your institution,
whether you are rural or urban, multisystem or single, and whether or
not you have monies for promotion, you can utilize the electronic media
effectively. It requires imagination, innovation, and, most importantly,
the utihzation of your own in-house resources coupled with those “free”
electronic media services that exist on the outside.

Public Service Programming

Most people have the impression that the broadcasi media have
an obligation to provide “tree” public service programming in accor-
dance with a mandate from the Federal Communications Commission
(FCC). They do not The FCC has never mandated that public service
time be made available, but they have strongly encouraged the radio
and television stations to do so. Now, with the most recent FCC rulings
regarding radio stations (deregulation), they will no longer “strongly
encourage.” Television stations have not yet been deregulated, so the
FCC's encouragement about public service programming still applies.

In vying for public service time, you must first identify what is
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available For instance, a telephone and/or letter survey can be directed
to the public service departinent of each radio and television station 1n
vour arca A better way, however, although it is more time-consuming,
15 through a personal visit with each public service director. Keep in
rmind during your visit that, in many of the smaller stations, the person
handling the public scrvice programining is also the news director, pro-
duction manager, or general manager who has other responsibilities.

Aside from learning the answer to the obvious question —“Does
the station, in fact, olfer public service programming?” —you’ll want to
ask the following questions about public service announceinents (PSAs)
and public service talk shows:

Public Service Announcements (PSAs). Does the station offer
PSAs and, if so, in what time lengths — ten, thirty, or sixty seconds?
How often and at what ume periods are the PSAs aired during the
broadcast dav” In what format does the station want to recerve your
information —as a timed written script or as a full news release that sta-
tion personnel will edit? How far in advance does the station want to
recenve PSA information— one, two, or three weeks, or maybe one
month’

Public Service Talk Shows. Docs the station have any regularly
scheduled guest interview shows? It so, are they scheduled daily, weckly,
or monthly? During what time periods are they scheduled and on what
day of the weck? What time length are the shows — ten, fifteen, or thirty
minutes® How far in advance does the public service director like to
schedule appearances? What topics are they most interested in airing?
How often do they want to be advised of potential interviews and in
what manner—by a monthly newsletter, phone call, or news release?

In-House Production of PSAs. Another pnme purpose of your
visit w..h the public service director will be to learn how you can make
vour institution’s information readily available to the station. Any tech-
nique or method that will assist the station in disseminating information
wiil enhance your ability to secure public service ume.

One of the best techniques in acquiring public service time is
through in-house production. Many stations, especially the smaller
ones, face the same statfing and budget constraints as your institution
does. Often you will find that the public service director welcomes your
ctlorts ~

Some words of caution at this point. In order for this approach to
be successtul, you must first be absolutely confident that you have
broadcast-quality production capabilities within your own institution,
Poor quahity audio and, especially, video tapes will not be used by the sta-
tions Second, in choosing your subject matter, you must be as selective
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and discriminating as any station wouid be. Before you finalize a topic,
visit with the public service director to learn whether or not what you are
proposing is of interest. Third, and most important, if you .are going to
produce a public service interview program, find out if the station
expects it to he exclusively theirs or if you can release 1t to other area sta-
tons. And fourth, never produce a public service interview — or for that
matter any ten-, thirty- or sixty-second PSA —and send it out to all sta-
tions without checking with the public service director first. A public ser-
vice director probably will not take the time to listen to an audio tape or
look at a video tape that wasn't expected. Itis very costly to you and your
institution to have audio and video tapes thrown in the wastebasket sim-
ply because you didn’t prepare the director for their arrival.

Unquestionably, a great deal of thought and effort is required to
make public service programming work. But if you are persistent and
patient, you will find that public service programming can prove to be a
valuable link in maintaining and supplementing a year-round, consis-
tent clectronic media effort.

Obtaining Good News Coverage

When a good news feature story regarding one of our prograins
15 broadc ast on radio or television, we get the same reaction as when a
good feature article appears in the newspaper. The response will be fifty
times greater than for a paid commercial or print advertisement. The
telephones will ring tor a week plus. This 1s one of the reasons we exto!
the virtues of public service programming. The news feature has credi-
bility — otherwise the station or newspaper would not have bothered
doing the storv. The problem, however, is that you cannot exerase any
control over when an electronic news feature 1s going to be aired. Good,
positive news coverage is even more ditficult to come by than public ser-
vice time. )

Nonetheless, every effort should be made to tell your story via
clectronic news coverage. The techniques are exactly the same as those
used to obtain public service time, induding offering to provide your
own “light” news feature audio and video dips. You will experience
much more difficulty, however, 1n trying to get these clips ared than
you will with PSAs

Again, the basic problem 1n trying to use either public service
programming or news feature coverage via the electronic media is that
you have virtually no control over if, when, or 1in what edited version
YOUT COverage 1s going to appear — that is, unless you have produced and
turnished the matenal to the station yourself and, as indicared, this is
not alwayvs possible Consequently, consider paid conmeraials.

[l
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Using Paid Promotion

Where do you begin® First, you must identify the major objec-
tive that you are attempting to attain. Is it to attract more potential stu-
dents? If so, what kind— college transters, career-oriented high school
graduates, adults interested in continuing education? Or is it to build a
new institutional image? It can be a long-range or a short-range goal;
nonetheless, before you attempt to develop or buy electroric time, know
where you are going. You should look, either internally or externally,
tor the services of opinion research, demographic studies, or a master-
planning process that wiil guide and direct your efforts.

Second, after you have determined your major goals and objec-
tives, you need to prepare an appropriate commercial or commercials.
As a cost-saving measure on production, you should look again at what
is available to you in-house; however, be absolutely certain that your
capabilities are of broadcast quality. If you feel that you need to use out-
side assistance, by all means check with your local television stations to
see what their production facilities might encompass. Even though they
are in the television business, they may not have g« od production facili-
ties for commercials. Be prepared to spend some dollars, depending
upon how sophisticated you want your commercials to be. To produce a
commercial within a television station will not be cheap because it will
require the services of a producer as well as of several technicians.
Depending upon your requirements, which could range from simple
shdes and dissolves to film and video tape with split-screen application,
you can expect to spend from a minimum of $1,500 up to $6,000 per
commeraial A lot will depend upon what you provide the station in
advance, such as the script, slides, video tape, dudio track, film, and
SO on.

Local producticn companies offer an alternative to a television
station’s facility. Such companies have the capability of doing every-
thing for you —jingles, themes, the total package. The commercials will
have professional polish, but be prepared at that point to spend roughly
$10,000 plus for a single good commercial. ‘

At St Louis Community College, we were fortunate enough to
have broadcast capabilities. Thus, we were able to produce six bas.:
thirty-second commercials for less than $10,000 tital. These commer-
aals were also designed to run for a period of at least two years, thereby
allowing us to prorate our investment over a longer period of time.

Some other cost-saving techniques were injected into the devel-
opment ot our commeraals, First, we developed our commercials in
such a way that the audio tracks double as radio commercials. Not only
does this save having to produce separate radio commercials but it also

5.4

w




E

59

allows tor strong cotmuney 1 our overall promotional eftort A person
mav see and hear our comme,ial on the ten o'dock television news,
then hear the same sound track the next morning on the way to work
‘This techmque tends to reintorce the recruitment message 10 a short
penod of time

Second, our research has shown that testmomal commercials,
which use actual students, are the strongest and most believable We
idenufied a cross secton of students who best represented the argeted
audiences we were attempting to reach —in our case, the eighteen-year-
old college transter students, career-onented adults, and middle-aged
adults wishing to re-enter the job market We found articulate represen-
tatives who did the commeraals free.

A third cost-saving techmque utihzed by St. Louis Community
College s that v e have mamtamed the same overal! recruitment theme,
“You've Got a Good Reason 4 Be There,” since 1976. To us, that’s a
long nme and we'te getting tired of hearing g, but the research nadicates
that the theme s only now beginning to penetrate the general metropoh-
tanarea Even more important, the theme 1s being percenved posively.
Ihus, ail of our electronic commercaials are built around that theme.

Buying Media Time

Letus assume that vou do know vour major objecives and goals,
vou have a particular theme, vou have produced vour thirty-second
commeraals, and vou have at least a tmmimal budget Now, do you
spend all vour budget on teles ision, radio, or both, and 1if both, 1n what
tatio’ It vou deade just on television or on radio, will you spend your
budget with one station, with two, or protate it or er all area stations?
Dou't forget, the electrome media 18 only a component of the media n.ix
and vou will want to allot monies to the other media, vet you must make
the most etects c impact upon vour targeted audiences. We have found
thata goed ratio of ov erall promotional momnes allotted to the electronic
mediaas between 50 and 60 percent of the total budget. That, however,
1~ hased onour goals and gbjectives, which may ditfer from vours Also,
vou will need to assess whether or not the electronic media in yOur area
truby serve the audiences vou are attempting to reach

In general, when buving tme remember that during the late
sprng and suninet people are, for the most part, outside their homes:
thevare atthe pool or workimg m their garde, s, and they are not watch-
my tedesision Also, these are the seasons when teles iaon airs reruns,
and statistics show that most people are Rstenimg to the radio his s not
tosuggest that no money should be expended on teley ision at that tine,
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but 1t does suggest where the emphasis ought to be. Television times
during these seasons ought to be carefully selected: people will tune in
the news year-round, for instance. Conversely, when fall arrives and the
new television shows debut, the television audiences increases dramati-
cally. Radio audiences, on the other hand, are {airly constant, particu-
larly for prime-time programs. At St. Louis Community College, our
ratio of expenditures for ~adio versus television during the summer is
60 to 40 percent, respectively. In the winter months, it is 40 to 60 per-
cent. ;

Regardless of whether or not you are buying television or radio
tme, be selective in your buying. Even though it may cost a bit more, at-
tempt to target your audience and run the commercial that best appeals
to that aud:ence. For example, we run our testimonial commercial of a
middle-aged housewife who is reentering the job market during the soap
opera hours on television. Local time for “Saturday Night Live” carries
our testimonial uu@uncrcial of a younger student, the businesstnan testi-
monial appears on the ten o'clock news, and so on.

For radio, we clso attempt to be selective, but on occasion we will
deviate from our regular audio track. If we know that a particular radio
station appeals to a certain clientele, such as a particular ethnic, reli-
glous, or age group, we will provide a written script for the announcer to
read. We ask the station to apply appropriate background music to the
script that fits the station’s format. But in all instances, even though we
may deviate from our previously recorded testimonial messages, we add
our slogan at the end

There 1s one rule of thumb about the placement of commercials:
You cannot gu wrong with the news So, when n doubt, place your
media buys during the ne vs

Once you have determined that you are go ng to buy electronic
time, be prepared for an onslaught of station sales representatives who
“Just want to sit down with you and assist you with budgeting your mon~
1es.” Never share with a television or radio sales representative what
your overall promotional budget 1s, let alone what you intend to spend
electromically  These well-intentioned people can drive you crazy! As
stated earher, all stations subscribe to independent audience surveys;
you have access to this data, so you alone should study this data and
determine your niedia buy

Finally, it you buy time onone adio station or television station,
should you buy time on all of them? My experiences suggests that you
should, but not 1n equal amounts. Remember that you will be seeking
free public service ume trom all stations; don’t expect a station to give
you free ime whew you are not also buying time
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The Overlooked Electronic Media

There are certain types of electronic media that are often over-
looked because they are much less dramatic than radio and television.
Among these tvpes are telephones, slide or film productions, movie the-
aters, and business marquees.

When you embark upon an electronic media campaign, or when
you develop brochures, direct-mail pieces, ant catalogues, you are
encouraging potential students to call you. Thus, you need to prepare
yourself to respond courteously and efficiently to these inquiries, and
this must be done twenty-four hours a day, seven days a week, especially

if you are in an urban area where employees’ work shifts around the ™,

clock. You must be in a position to respond adequately to a person who
sees your commercial during the weekend or at 4:00 A M The least you
can do is install an automatic answering device that has message-reten-
uon capabilities. The cost for such devices may start at $500, but the
investment is well worth the expenditure. Be sure that you respond to
any messages within twenty-four hours.

An even better solution is to have the telephone answered by well-

" trained, courteous personnel whenever possible. At no time is it recom-

O
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mended that you use students to field telephone inquiries. There is no
way that a student can be adequately trained to field the many questions
that can and will be raised. Students can be used in visiting area high
schools but not in the role as responders tothe telephone inquiries.

Movie theaters, both outdoor and indoor, are another electronic
medium often overlooked as an outlet for the thirty-second commercials
you have produced. Currently, St. Louis Community College’s six testi-
monial commercials are rotated monthly in the sixteen outdoor movie
theaters serving the metropolitan area. The annual cost for this is
$3,200. The only restriction we impose is that the commercials are never
to be shown when an X-rated movie is shown.

Slide or film productions should not be cverlooked as a part of
electronic media. When produced well, these productions have a strong
impact and are particularly valuable for presentation to student or civic
groups. Such productions can enhance the use of your speakers bureau
program as well as assist the counselors and advisors during their visits
to the area high schools.

Finally, how often have you seen the electronic “reader” marquees
atop banks and businesses along the highways? Most businesses are will-
ing to provide a public service message for a worthy endeavor just for the
askinge Don't overlook them. They could be just that final touch needed
to round out a complete and successful electronic media campaign.

(Wi
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Robert H. Gaffner s the director of community relations
Jor St. Lowis Community College.
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Segmentation is a proper means of identifying groups in need in a
communily and of making each such segment aware of the
specific services available to them

Segmentation: Slicing the
Urban Pie :

William A. Keim

B

Last year I called a randomly selected computer marketiag firm in Kan-
sas City with what I thought was a very unanswerable question. “Can
you tell me the names of those students who live within the Metropolitan
Community Colleges district but who attend the first two years of college
someplace else?” [ asked.

“Just a moment,” was the reply from an interested young man
who returned shortly with the answer. “There are 5,880 such students
who live in your district. Do you want their college addresses or their
home mailing addresses?”

I was stunned. I had stumbled across one of the greatest potential
summer-school student segments in my brief experience with market-
ing. We were learning what the word segmentation meant, and we capital-
ized on the lesson by sending a personalized letter to the home of each of
these students, timed to arrive at the spring break. We assumed that
most of these students would come home during the break and would
read ‘our letter describing the opportunities awaiting them during the
short summer session at their low-cost, neighborhood community col-
lege. The letter encouraged them to check course tran<fe. ability with
their home-base college departments when they returned to finish out

WoReun and M Kemn tkds 1 Nt Dnsations o Community ( ollegrr Marketing the ogram on 36
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the spring terin. We measured the effectiveness of our letter by means of

a direct-response inquiry card that indicated interest and requested

additional information We recewved a phenomenal 14 percent direct,

positive response to our letter, and our summer school enrollment
- increased by 24 percent. It was an example of useful segmentation, both
to the student and to the institution, but was it ethical? Of course it was!

The community colleges within our district have idea! instruc-
vonal services available to this homogencous segment of our commu-
mity, and the students in 1ithad never before receved direct intormation
about these services. Most of these people in the segment ave good hard-
working students who would be classified as a prime core market by any
community college The Metropolitan Community Colleges had nierely,
through the process of segmentation dentified a specific chentele and
had tnhade direct contact wath 1.

Segmentation: The Process

Begin any comversation about community college marketing
with the word segmentation and most educators will recoil, beheving that
1t means that inocent potential students will be herded into platoons
and bombarded unmeratully with the latest mind-nurabing promo-
tonal wehmgues The assumption that segmentation 1s & vanation of
the dinide-and-conguer theme s one of the most persistent misunder-
standings of the strategies mvolsed in educational marketing In truth,
segrentation s a process whereby we can more efficiently disseminate
speafic information about our programs. Philip Kotler (1975), writing
in his defimus e book, Marketing for Nonprofat Organizations, describes seg-
mentation in the following way

This step s called market seginentation and consists of divaiding
the market into tairly homogencous parts where any part may
concenvably be selected as a market target to be reached with a
distinctive marketing mix (p 99y,

The step that Kotler describes is not an oneroup one Itis simply
alogical, cost-ctlective, and efficient way to explaim an appropriate pro-
grain of studs to a selected group of people Forinstance, it we were to
announce that speafic fachoes had been designed to anstruct handr-
capped students who were confined to wheelchairs in, say, photographic
darkroom production, few would question the efforts to contact directly
the thousands of such handicapped persons who hive in any urban arca
However, evebrows are rased when this same prinaiple of segmentation
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18 applied to less dramatically definitive groups, such as the employees of
business firms. Both examples are population segments that are defina-
ble and that require a distinct marketing mix.

Strategies Toward Marketing Segments

Kotler (1975) suggests, in his chapter on marketing structure
analysis, that for nonprofit organizations three distinct marketing strat-
egies should be studied: undifferentiated marketing, concentrated mar-
keting, and differentiated marketing. -

Undifferentiated marketing is, aceording to Kotler, “mass market-
ing” without regard to segmentation: This type of nonsegmentation
gives in ‘ormation to the general public without regard for grouping peo-
ple into poulations with specific needs. Undifferentiated marketing
strategy manifests itself in an occasional ad in local newspapers or as a
public service radio announcement about registration. In the past this
approach has been typieal of what community colleges have called “pub-
lic information.” In a sense, it was all we were required to do to meet pur
general obligations, to test our image, and to tell our clamoring public
when 1t could register for our courses.

Concentrated marketing, on the other hand, divides the. population
into significant groups but concentrates only on one segment. In the
past community cclicges have treated graduating high sc hool students
in this manner. . = (ontacts between counseling staffs of the local ser-
vice-area high schools and of the community college have produced a
toncentrated marketing segment. Some colleges might be surprised to
know that they have been deeply involved in marketing practices for
years, but most might also be compelled to recognize that, with the
declining number of high school seniors to draw from, steps should be
taken 1n the direction of differentiated markening.

Dfferentiated marketing divides the population into groups based
on speafic needs and adapts the basic marketing strategy to match these
needs. Difterenuiated marketing began to be explored as community
colleges discovered the inherent danger of dealing with but a single con-
centrated market — the danger that the single segment will begin to falter
and diminish in terms of the number of potental students. When this
phenomenon accurs in marketing, three options become available to the
vigorous mstitution. (1) concentrate harder and seck a greater propor-
tion of the single segnent, (2) look for other legiumate segments in the
greater urban madket, or (3) implement both strategies within the
human and fina:ical resources of the college. [ would submit that, of the
three usable options open to any college. greater benefits will acerue to
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the institution that selects option three. Not only will enrollment increase
but in the process the college will also, through necessary self-evalua-
tion, become a better college.

A Practical Example of the Segmentation Process

In any urban or metropolitan area, there is a total population
that makes up the econoric, political, and social dimensions of the com-
munity. Each single citizen is a member of this matrix, belonging, in
one way or another, to all three sociological divisions simultaneously.
As educators concerned with the individual's personal growth, human
relations skills, marketable job skills, and the responsibilities of citizen-
ship, we face this mass of humanity with the confidence that comes from
knowing that we can and do instruct in all of these areas.

In the Kansas City plan, we considered segmenting the popula-
tion so that we could better contact identified groups with specific pro-
gram inforination. At first glance the task seemed overwhelming. The
questions arose: How do we slice this large population into segments so
that we can contact each piece of the pie? What do these segments need if
we doslice the pie? How does somebody decide who goes into what seg-
ment? What 1s a segment, anyway? Answers were not long in coming,
for although we knew little about the theory of marketing, we did under-

.stand the mission and the genius of-the conmunitv college. We knew
from years of experience that the mission of the community college is to
mect the needs of the vovious people served, and that our genius lies in
our ability and flexibility to do just that.

We began our deliberations with a market analysis that was a
community impact study. There was nothing new in that, except we
hadn’t done a good comprehensive one for several years. We used a
slightly modified NCHEMS model for questioning students, citizens,
high school teachers and counselors, and employers concerning their
perceptions and preferences. As we pondered over the returns, one ines-
capable fact emerged from our three-month study. More people than we
had ever imagined knew very little about our services and programs.
We were surprised because we were sixty years old as a junior college
district, operating four fairly visible colleges. We even had over 200,000
former students and alnmni on our records. Somewhere along the line
we had, as community colleges, faded a little into the urban wallpaper
without really knowing it.

The effect of the impact study was not only helpful to our market-
ing plan but also proved to be the eventual answer to the perplexing
problem of segment variables. As we puzzled over our sobering statistics
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and demographics, we came to the logical conclusion that we should
thoroughly examine our product. The people of Kansas City had told us
Just enough to add the little edge of paranoia that can give an insutution
agood case of introspection. It was this introspection that was the magic
catalyst in our task of defining segmentation. )

Following the appointment of a district director of marketing, we
formed a task force of interested faculty, staff, and administrators from all
four colleges. We shared what information there was about nonprofit
marketing, and some of us attended workshops on educational market-
ing practices. Our meetings and discussions led us to three basic ques-
tons, which we felt needed to be addressed if we were to segment effec-
uvely our urban market:

1. Who are the marketable clientele?

2. Can we deliver what they need?

3. Can we afford n?

We also learned from others ard from ourselves that marketing
was not just advertising. We learned that marketing was a total system,
and we learned that the system had everything to do with our product,
or, to put it in our own inexperienced words, with how well we were doing
our job Our marketing plan would become a tool for discovery.

Finding the Segments. Once we had completed our external as-
sessment, our next step was to do an internal study of our programs and
student characteristics. We completed the internal audit with one basic
queston firmly in our minds: If we could identity what teaching we did
best, would this not lead us to the identification of specific categories or
segments of students? [t did. We assembled a preliminary list of twelve
groups of students who had benefited from our successful offerings. As
amateurs we made some mistakes, but our groupings did seem to follow
the pattern of individual student objectives, which mostly coincided
with the college objectives of providing personal development, human
relations, marketable skills, and an understanding of citizénship to the
widely diverse student body. The list included business employees, high
school students, senior citizens, government workers, veterans, displaced
homemakers, the handicapped, disadvantaged, unemployed, adults
facing carcer changes, military personnel, and, curiously enough, par-
ents of high school students. We now had at Ieast the beginnings of a seg-
mentation pattern with which to work. We examined cach potential seg-
ment, addressing each with these important gquestions;

I' Do we already have in place the appropriate facilities, fac-

ulty, and curriculum needed for this segment?

2 Do we have the means to contact this segment with specific

informauon”
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4+ Can we deliver what we promise”
These questions were important to our institutions because we
had gone, and were going, through the familiar financial and retrench- ‘

|
3. Do we have the finanaal resources needed” ‘

ment crisis that had cast a shadow over higher education in the late sev -
enties [t would have been tantamount to institutional suwide to have
segir . ou. population into random groups requinng sophisticated
and “apensive equipment for programs that were not then in place We
only needed to unlock our own students and successful programs to gain
direct access 1o usable segments
Business Employees: Model Segment. Our analvsis of the business
firmns served by the tour colleges of our district from 1975 to 1978 led o
the development of a model for us 1n segnienting our metropolitan area.
We discovered that, during the three-year period under study,
we had offered over 490 courses, training seminars, and activities to 372
firms Further analvsis revcaled that we did most of this instruction in
the ficld of imdmanagement, business and secretanal sciences. and in
human relationship programs A surprising amount of personal devel-
opment traamng also showed up in the analvsis. We had apparently met
distinct needs and had encountered distinct perceptions on the part of
emplovers and employees in our work with the firms of our urban area.
Our next concern was one of cost effectiveness. It was eviden, to
us that, 1 order tosurvive, we needed a certain number of students ina =~
dlassrooin to pay the bills The fiscal logistics that were involved led us
into an untarmhar arena ‘i developing a possible expanded program of
cmplovee education Where were the firms, and how were we to know 1
how manv emplovees were involved? Our random sample from our |
external impact study was of some help, but it did not give us informa- ‘
ton on all the firms and employees, which we needed tor segmentation., 1
We need not have worried, the computerized society came to our rescue
through a directory-leaseservice, which 1s available in most urban areas
of the world
This service provided us with a complete listof firms, businesses,
agenaes, and assoctations Through the directory we {ould find a firm
by address, name of the firin, kev contact person, standard industnal
dassification number (SIC), z1ip code, and, most importantly, by the
number ol emplovees ared by the tirm. The service also provided a
standard magnetic tape, which allowed our computer to pull informa-
tion from the directory according to the prograims that we applied Mail-
ing labels could be obtamed by 71p code arcas, industrial dassification
(which told us what a particular industry produced), or by the number
of working emplovees
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Studying the directory was a revelation to us We were to dis-
cover that, of the 18,140 listmgs of firms 1in our district, only 5,74 hrred
trote than ten people As amatter of fact, turther study showed that only
1.757 of these finns hired more than twenty-five emiployees It was a
graphic lesson m size and was a direct reatfirmation of the fact that we
are, m truth, a nation of small enterprises. By chnunatung over 14,000
firtns because the number of their employees did not warrantimmediate
contact, we did, however, reduce the size of our segment to a workable
number Small busmesses were put on the back burner unal we could
perfect our employee segment within a manageable, cost-effective
framework

Reviewing the th ree-vear report revealed the firms with whomn
we had done business inhe past This permutted two distine approaches:
recentact and new contact, each requiring a ditferent perspective of sell-
g Our task-force’s four questions were answered in the affirmative. (H
we have evervthing i place, (2) we have a eans o contact., (3) 1t wall
not be expensive, and (4) we can most certamnly delner

The rest was simple: We divided the pie by z1p codes and the
appropriate programs by college, and cach college president assumed
the responsibihity for making contact with the key personnel of the firms
on his or her st Brochures and materials were designed and produced
with information speaifically for the emplover These brochures, deserib-
mg speafic services avatlable for the employee, were used i conjunc-
tion with the personal contact. The entire project, as a result of segmen
tation, 1s still a successtul ongoing recruitment etfort, we have plans to
expand to consortia of smaller businesses so that employees who are
seehing identical instruction can be put into cost-ctlective groups

Employers these days are well aware of the economic value to
themof awell-adjusted, highly tramed, knowledgeable cemployee. H. L.
Hodgkimson (1981). in a speech betore the American Assodation of
Higher Education, noted that many large corporations are, m fact,
moving their emplovees toward *quality of life” educational programs in
order to increase productivity: And employce unions are now negotiat-
g for educational benefits for their members Al of these facts make a
segmented market that addresses the distindt needs of cmplovers and
emplovees a winning combtnation for the community college,

Segmentation: The Tool to Discovery
Segmenting, as a basic prine iple of marketing, can turn out to be

an exaung approach to total mstitutional assessment  In order for a
cotnmunity college to make segmentation work 1t will be iexorably
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draw ninto discovering systematcally whhatit does well Unintentionally
perhaps it will also decide what it nolonger does very well Be prepared
tor this spinott trom a markeiing system

In community colleges, conung as we do trom the golden decades
of burgeomng enrollinent and seemingly limitless development, we
have understandably created small dusters of wax museums withinour
walls These few dosstered museums contain the residue of faltering and
overstatted programs, institutionally protected bureaucracies, anac hro-
mistic services, and mettective faculty Marketing as an adopted and
otten nusunderstood process has generated, quite unexpectedly, a wind-
fall opportuniiy to pause and reform ourselves, our missions, and the
overlooked opportumties to bette, serve our commumties. The college
that 1s vigorous, brave, and creative will use this marketing opportunity
as a timie of renassance

References

Hodghinson H E =Moving Bovond Producovin 1o Qualiey " A THE Bullenn: May 1981,
IRl
Koter, P Marketing for Nonprofrt Orgamizations Englowood Chits, N ] Prennce-Hall,

1975

William A Kevm oy dwrector of communications/marketing and
student development for the Metropolitan Communaty € Jollege
of Kanvas City, Missoun




Marketing an afternoon program 1n San Diego
proves successful

Marketz’ng the o
Afternoon Program "

Wallace F. Cohen
Jeanne Atherton

~

After spending his first week on a community college campus, a new
employee remarked that the school must have been patterned after soci-
ety in Latin America. Everyone, he said, came to work early and kept
very busy until after lunch, then took a long afternoon siesta, and fin-
ished up their chores in the early evening. While his observation of the
work patterns of the faculty and students was accurate, the reasons for
these patterns are found elsewhere, and they have been a source of frus-
tration to persons concerned with maximizing the utilization of instruc-
tional facilities and with the scheduling of classes in the afternoon and
early evening hours. ;

Typical community college class scheduling has developed in
response to a variety of stimuli and needs. Full-time day students have
preferred morning classes in order to keep afternoons as free as possible
for part-time work or for recreation. Classes or activities needing long
blocks of time, such as laboratory sessions, band and athletics practice,
and dramatics, have been scheduled during the afternoon to avoid con-
flict with the bulk of the instructional program, but they have used a
relatively small part of the school plant.
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An addinonal fagtor in the morning/evening scheduling pattern
has been the preference of most regular faculty members for morning
dlasses to accommodate part-time students and adjunct faculty

The effect of this kind of scheduling has been to concentrate large
numbers of students and staff on campus during relatively short periods
of tine During morning hours parking lots are full, counselors’ appoint-
ment books are crowded, dasses are large, and hbrary and tood service
facihties are busy By midafternoon all this has changed, and the under-
utihzation of all these faaliues s evident. Although central heating and
cooling svstems continue to run at or near capacity in order to service
admnistranve offices and the few labs and dassrooms that are in ses-
stor, a major portion of the plant 1sdle

Meanwhile, nontraditional students — such as the housewife whose
children are in school afternoons, the elderly who prefer afternoon activ-
ities, and the third-shift workers who sleep mornings —find little or no
chorce in dlass offerings at nmes most convenment to them. The results
that tacilities are underutihzed and potential students unseryed.

The San Diego Mesa College Problem

In the spring of 1979 a small group of faculty, counselors, and
admimistrators met to discuss this problem at San Diego Mesa College.
Enrollinent of s traditional chentele, which had grown steadily since
the opening of the campus in 1964, was leveling off and, according to all
national and state projections, would probably dechne in the next few
years

Concern was expressed for the future of regular faculty who had
traditionally taught in the day program but whose full loads appeared to
be jeopardized by the potential decline of Mesa's enrollment. Two rela-
tively new factors appeared likely to exacerbate the problem even fur-
ther First, the nearby state college had deaded to give prionity enroll-
ment to entering freshmen This meant that students who previously
entolled at Mesa because of their iability to get a full class schedule at
State would probably no longer attend the communmity college

Second, there was a growing number of proprictary schools,
some academic but most occupational, in the San Diego arca, Real
estate, travel, electronics, computer programming and repair, business —
all were, for a price, offerning students the opportunity tolearn a skill and
et mto the labor market quickly. '

After much discussion, the group decided to make a speaal effort
to strengthen the retention of students in traditional acade e and voca-
aonal offernings and to provide greater opportunities for potential non-
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traditional enrollees. The idea of Mesa’s Afternoon Curriculum (MAC)
was born

The Birth of the MAC Pilot

MAC was to be divided into five six-weck sessions beginning in
September and ending in May. A three-unit lecture course would run
four afternoons a week (Monday through Thursday) for two hours each
day Classes were to be scheduled from 1:00 to 3:00 and 3:00 to 5:00 p 5y
when facilities were readily available. Students enrolled in MAC could
earn six units in six weeks, and thirty units in the five session”

Careful consideration was given to MAC's attractiveness to stu-
dents, since their reluctance to enroll in afternoon classes was a part of
the dhlemma that the MAC pilot was designed to solve. Attractive eie-
ments of the program for the students included the opportunity to carry
a full load of classes by enrolling in only two courses at a time, having
long weekends with the absence of Friday classes, and being able to attend
In consecutive or alternate six-week modules, as best fitted their needs.

Additionally, course offerings would be Hesigned te meet general
cducation requirements required courses fu, fve #. vor fields (the math-
ematws, psychology, real-estate broker, English, and social science
fields), as well as the elective course needs of students.

The benefits to the college from MAC appeared to be no less
impressive These included attracting new students, increasing facility
utihization, increasing retention of currently enrolled students, provid-
ing a full program of course offerings for students unable to attend the
college during morning or evening hours, and providing additional
teaching opportunities both for potentially underemployed full-time
statt and tor new miaority teaching candidates, at least on a part-time
basis

_ Initial Planning Efforts

O
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It MAC was to work, cooperation from faculty and counselors
was crucial - Although some concern was expressed by a few faculty
members that MAC would compete with the regular college program or
would offer only a watered-down curriculum, there was surprisingly lit-
tle opposition

Department chairpersons, counselors, and instructional deans
worked together to plan the courses. It was important, the group felt, to
i ~pare a schedule that would show the entire five-session program
(S('pt(-n‘lh('r through May) Realistically, however, some options had to
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be left for scheduling fewer, or more, or dif  ~nt courses depending
vpon demand [t was deaided to devise an mital schedule that would
show students the proposed offerings tor all five sessions but that would
ask them to enroll in only the first two (which corresponded roughly to
the fall semester) A second master schedule was to appear in January,
isting all courses in the third through i 1 sessions. Mimischedules
would be distributed to remind students of the beginning of each six-
week otferning

The logistics of starting the MAC program provided many chal-
lenges, particularly in amultcollege district with support systems designed
primanly to handle semester-length courses. Developing procedures to
handle veterans and Extended Opportunity Programs and Services
(EOPS) benefits for short-term college dlasses proved no less batfling
than training admisstons personnel to field hundreds of questions about
the program

First prionty for teaching in the program was given to Mesa
mstructors who needed an addinonal assignment to fill out their load. A
number of faculty members who were well known to Mesa students and
who had drawing power were given the opportunity to teach on an hourly
overload basis, and minonity teaching candidates were actively recruited
for the program

The plannmg committee knew that 1t the MAC pilot was to suc-
ceed, it would be necessary imually to conduct small classes. If MAC
were to gain a reputation for cancelling dasses, the program would be
doomed. The college president and deans of instruction agreed that,
untl the program was estabhshed, dlasses with at least ten students
would hold.

Marketing MAC

A dean, a pubhc inforination officer, and a graphic arust were
assigned the primary responability for getting the word out about
MAC Free pubhic service announcements were spread throughout the
community Radio, television, newspapers, and even the scoreboard at
San Diego Stadium shouted the praises of MAC. “Earn six umts n six
weeks” became the theme

During the regular enrollment process for semester cdasses, vol-
unteers with brilhant vellow signs and MAC visors and buttons urged
students who could not get into a regular semester dlass to try MAC,
Brightly colored MAC schedules, posters, and bookmarks were distrib-
uted to stores, banks, tast-food restaurants, and even the state college's
business division, which was happy 1o redirectits lower-division students.
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The most trvolous (vet one of the most effecuve) advertising
tools were the Burma Shave-type signs that greeted students as they
entered the campus from the parking lots. These « :ns spelled out, in
rhymne, the virtues of attending MAC For each poem, there were four
signs positioned on poles about fifty feet apart. The verses were changed
betore the start of cach session One such sequence read,

Spend long weekends at the beach
And mornings in the sack
Take six umits 1n six weehks

Enroll today in MAC

The counselors proved to be an ettectiv e marketing torce They

‘would recommend MAC: to students who had dropped dlasses in the reg-

ular program They took MAC schedules with them when they spoke to
community groups, high school students, and senwor anzens.

All marketing etforts directed toward younger San Diegans
stressed the MAC tninge benefits, which incdluded three-day weekends
trom school, Iong Christinas and Faster vacatons, and the tact that reg-
ular parking fees were waived tor MAC students

Results and Evaluation of MAC

The recults of the first year of the MAC prograin were impres-
sive One hundred ten sections of classes were held i the five six-week
sesstons, with a total enrolliment ot approximately 3,000 students.
Students and facalty participatung in MAC responded to ques-
nonnatres designed to chat evaluative and demographic data The
intormation gamned helped to determune the elficacy of continuing the
program When asked the queston, “Why did you enroll in MAC?” stu-
dents” responses mcluded. (1) to take general education courses, (2) to
accommodate work schedules, (3) to retain full-time status, (4) to trans-
ter credit toward their majors at other institutions, and (5) to study mn
siv-week maodules Other ajor findings included:
o 81 percent of the students were under thirty years of age
o 99 percent said MAC should be continued, 82 percent planned
to tahe MAC i the talt of 1980

o 92 percent of MAC students rated 1ts courses very good to
excellent and reported the quality of courses was equal to the
qua'ity of regular semester classes

o Manmv of the students who were *“MAC only™ attended other

arca colleges or proprictary schaols concurrently
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¢ 18 percent of the faculty assigned to MAC taught classes in the
program as part of their load; 32 percent were regular instruc-
tors who taught MAC as an overload i

e 4* 2 percentof the MAC faculty were female; 22 percent were
minorities .

* Room uulization increased from 50 percent of the available N
capacity to over 76 percent. AN

A Successful Marketing Program

"The Mesa College experience illustrates how a total marketing
effort can be used to aswst in the identfication and solution of a serious
institutional problem It points out how crucial 1 15 that, before a school
implements a time-consuming “solution,” the school does in fact care-
fully idenufy the problem and analyze alternatves for dealing with that
problem.

Research, development, implementation, and evaluation were
all a part of the marketing process for MAC. and the success of the pro-
gram can be attributed to caretul attention to each of these elements.

Wallace ' Cohen 1y prevident of Cuyamaca Communuty College
in El Cajon. Califorma, and a lecturer in higher education
‘ at the Unwzeraity of San Diego

Jeanne Atherton 13 dean of arty and sciences at
San Diego Miramar College
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Institutiona] well being requires mutually beneficial
and cooperative approaches to marketing between
communily colleges and universities
\

\

\

The University Connection.:
Symbiosis Through Marketing

Edwin R. Bailey

When the enrollment decline hit higher education during the seventies,
it was apparent to the more discerning academicians that institutional
survival was the critical issv=. Those institutions of higher ‘education
that showed indifference to the early warning signs ended up Raving to
make drastic reductions in faculties and programs to cope with the prob-
lem. After this initial shock wave of reductionism had passed, cdmmu-
nity college administrators began to search for more effective méﬂhan-
isms with which to stem the ebbing tide of students. \

A Rationale for Cooperation

The concern over declining enrollments penetrates to the very\\
essence of an institution’s existence. Robert Young (1977) refers to it as
“the identity crisis of the community college” and poses two models — the
first one eliust and second egalitarian—as dialectic extremes. Simi-
larly, Kenneth Woodbury (1977) asks whether the mis&on of the com-
munity college should be modified. In a somewhat differé\nt vein, Wil-
liam Vincent (1979) asks the related question, “Can commuuity colleges
adapt to hard times?” He makes the point that “those institutions least

' \
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rehant on the exponential growth figures of the past should be best able
to adjust to the tuture” (p 48)

Universittes have faced ditficult decsions, especially with regard
to undergraduate programs  Their growimg dependence on community
colleges as the suppliers of upper-level students has intensified the need
for universtties to toster symbiotic relationships with community col-
leges — relationships that can be vital to both types of insttutions

A sufficent number of modcls curtently exists o taalitate the
development of a community college/uninv ersity cooperats e marketing
endeavor The consortium mos ement s well establishe Vin higher edu-
cation, and 1t could bring the total markeunyg clorts ot ¢ nversities and
community colleges under a more cost-etficent uimbrella orgamization.
Beverly Watkins (1979) states that *cooperation s replacing compettion
betw een the acadenicinstitutions and the assoaations that provide con-
tinuing cducation for protessionals™ (p. 6) The parucular strengths that
institutions agree to share represent the key 1o the successful replace-
ment of competnon with cooperation

Wilham Keun (1979) contends that the management maodel
developed m 1978 by the Higher Educauon Management Insutute can
be cashy adapted o a marketing model The concept of dading a pro-
gram into such phases as itroduction. needs assessment, planning,
implementanon. and evaluation s dearly defined. and, according to
Ketn, regional centers are being estabhished to assast and acquannt col-
leges and universties with thas model

The value of cooperation is placed s proper perspective by
fohn Centra (1979), who states

Cooperative artangements and ergers among other isttu-
uons will be increasingly attrtacove. Sorne isttutions wall reduce
m size and consolidate theit suengths Size and growth will no
longer be the hallimarks of progress that have typitied higher edu-
caton One bendiaal outcomes that imore imstitutions will have
the oppottumity 1o concentrate on the quahty ot education they
provide tor thenr stadents [p 62]

Capitalizing on Differences

The *track tecord™ of the communnty college has been one of rapad
adaptation to change, while the university tradinonadls has been slower
to change  Tas vanation an the tate of change nnght appear 1o be a
source of conthct i cooperative marketung, but s eqaally likels that
this ditterence tay work to the advantage of both v pes of insaunions

O
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As annstitution designed to be atuned o community needs, the com-
mumty college benefits most immediately and posins ely from accom-
modation Trial and adjustiment are the basic modes of operaton for the
commumity -based institution because it serves as the cruable for testing
many new adeas in higher educanon Indeed, community colleges would
be considered remissat thev did not remain fleible and experimental.
Such s not the case for uninersiies, espeaally the pubhc institutions
funded lavgely wath state momes: The public unis ersity, profits trom the
sorung-out processes indigenous to the communuy college; when a uni-
versity proposes a change, 1t can present a stronger case by referring o
the experience of the more risk-orented two-vear colleges, which have
had the flexsibilits of trving new programs . Both types of instututions
thus achiey e appropriate gams as a result of their mherent differcnces in
adaptability

Mutuality Through Marketing

A particular category of student is denufied by Williamn Neu-
mann and David Riesinan (1980) as the commumty college elite. They
describe these students as “nontraditional students who follow an
unconventondal path to the independent scaior insticutions™ (p- 53).
Typrcally, these students are shightls older than the ay erage community
college student. are unhappy with thenr nves, and are unsophisticated
about the nature and structare of higher educauon In addition, they
lack confidence m ther abilies 1o do college work and have often been
less successtul in their high school studies than most college-aspirant
tvpes Mans choose commumis colleges for the usual reasons — low tui-
ton, accessibihty open admissions, and the comvenience of dass sched-
ules

Fhe ttansition from a low selt-concept regarding therr college
potental 'o an attitude of selt-confidence and an awareness of their true
capabilines appears o be the essence of therr learming caperiences in
thew respeane commumny colleges Onee the transformation from
“programmed tor fadure™ to *hacking it”" is complete, sotne of these idi-
viduals actualls make the quantum leap tow ard becommg gemune, seri-
otisscholars Many others contimue then progressive growth patterns to
the bachelors and even to advanced degrees

How should aniversities and commumits colleges work together
i martheung for this nontradimonal new student? Certamly, for both
institions, student-onented concerns are vital The unin ersity must
provade these students with counsehing that pormts toward the commu-
mits colleges The recognized and emphasized importance of teaching in

.
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commumty colleges makes them the pertectlaunching pads for this tvpe
of student

By the same token, educators at commuuity colleges can only
measure the degree of then success massisting indivaduals to achieyve
their previoushy unrealized potenunal by encouraging such students o
strive toward a bachelor’s degiee or bevond Gommunity colleges and
unnversines thus reman inestrecably bound 10 a common educative '
endeavor A shared concern for student development has long existed
between community colleges andumversities when athletes were iny ol ed.
Why shouldn’t this same hnkage be developed for a sigmficant group of
students whose skills and talents will ulumately tedound to the benefit of
both insututions and socieny * The wdennfication, preparation. and en-
couragement given those students will ulumately broaden the base of
support tor higher education

The Research Function

There are avariets of acadernic units i universities that are  a
posinon to provide specific researchservices for a ooperative marketing
endeavor with community colleges Schools or departments of business
admnstranen are contnuoushy involved in the development of para-
digms and models that may darifs, enhance, or refine current market-
g practices for busimess orindustne Some of this research 1s adaptable
to highar educanon, since. ina sense, colleges are adso business enter-
prises Colleges and utniy ersities do have a product tosell. albeitone that
is somewhat less tanaible than s generaliy associated with the business
marketplace

In order to apply to colleges the marketing research models ong-
mallv designed for business, we must extrapolate froru thera the tarket-
ing concepis relevant tor higher educanon Busiess school vesearchers
working warh taculty trom departments of higher educanon and with
commumny college educators should be able to wdennty the modifica-
uons needed for these martkenng models One exampl of a perrinent
difctence would be that most busiess are commodaty deery svstes,
while cducanonal msnratons tall more logically mito the category of ver-
teedelveny svstems One commonahity is that cach system s dependent
upon an adequate supply of consumers to mamntaia the viabality of therr
organzatons  Lhiough thas tvpe of 1esearch analvsais, ligher education
can learn much from busmess and economnc theorenicans

Other schools or depattments i uninersities that could contrb-
nte 1o 4 cooperative mathenng effort with commums colleges might be
departments of philosophy. sociology | history, polinead saence, eco-
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nomcs, and psschology - Schools of education trequendy have depart-
ments of higher and/or adult educatuon thart are knowledgeable about
the organizanon and structure of postsee ondary isututions and w hose
members could serve as haison personnel between community colleges
and other university personnel In addition, schools of educaton often
house such units as burcaus of ficld rescarch, which have established
reputations in demographic and other ficld studies

By no ineans should the previous suggesuons be mterpreted (o
mican that commumty colleges are devord of similar resources Much
depends on the size and character of the ¢ ommunits college (or the com-
mumty college districtof which wts a part). In the Kansas City area, the
most capable demographers are located at nearby Johnson County (Kan-
sas) Commumu College. and, unquestionably . the most etfectn e col-
lege marketuny personnel are i the Metropohitan Commumn College
Distnce (Kansas Ciev, Missourt) Sl or sitwations probably exist for
man of the larger. more sophisticated conmunity college districts across
the navon Ieis only logical that the smaller, more isolated community
colleges would benefit more from a Jdoser working relauonship with
cooperatung unmsersities  For both larger and sialler community ol
lege distnats, however, uninersities do possess a pool of researchers and
theoretucans whose skills could augment or biend with those aliecady
extantin the tmo-vear college system. The secret i the de clopmentof a
genumeh svmbiotuc relatonship is o bring together the persons who
can successtully turn such shared eftorts 1o mutyal advantage for all,
Patnick Murphy (1980) 1dentfies four research-related 1ssucs (in addi-
ton to a thorough understanding of the markcuny rescarch procedures
to be used) that this group of spectablists must consider These concerns
mclide (1) deciding who will actually carry out the rescarch project,
(2) determinmy the cost ot marketing research, (3) recogmzing that
mathetng rescarch s only a ool to taclitate decsion making. and (4) rec-
ogmng that a long-terin approach to institutionahzig markc ung into
the college or unversity orgamzation requires the establishment of a
marhening mormation system

In addition to the shills of tacults 1escarch specialists, there is a
unique resenvoir of research talent i universities This roservorr con-
sists of the advanced graduare studentss who are constantly secking
rescarchable topies tor theses and dissertanons The phrase contribution to
bnoicledge. winch s the objecinve of all theses, s often translated w mean
pute rescarch, but the research need not be stertle or nonutihtarian.
tHhgher education s certamly a worthy topic tor analvsis, and thus n
should makc a good dissertaton topic as well

Duane Zuckenman (1981 ). tor anstance. condudcted doctoral
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rescarch that tormed the basis tor her artide on sex-role-related goals
and atttudes of mmnonty students attending college The results of

Zuckerman's study have particular relevance to the recruitinent of

minonty students When one considers the data ated by Lyman Glenny
(1980), the unportance of the information provided by Zuckerman
becomes starkly apparent Glennv indicates that, 1n 1978, black wornen
had 500 children more per thousand population than did white women
(2,034 10 1,519 children, respectively), and that women of Spanish ori-
gin had aboat 350 children more per thousand population than did
white wornen (1,872 to 1,519 chaldsen). The igmficance of these barth-
rates s that the ditferences are inaeasing in magnitude  This fact sug-
gests that the students avadable for entry into college in the future will
be incre | ngly from minonn populations How this will attect higher
education can be most constructively antidapated through well-articu-
lated research programs

We know, for instance, that many of these minorty students
come trom urban centers or rural areas, they tend to be less well pre-
pared acadermcally than then white suburban cohorts Consequently,
more students will be enterang college with i potential tor farlure that
mnay be greater than that of today’s students In addition to the height-
encd need for istructon in remedral academic skills, there 1s likely to be
more movement between programs as these students seek their levels of
competence and areas of interest ‘The success records of remediation
programs m higher education have, in general, been persistently weak.
An improved accuracy i needs assessinents, a more efficent evaluation
of program cttectnveness, and the development of consummate counsel-
ing shils arc some of the adjustiments that more minority stedents wall
necessitate on college campuses Communmty colleges and unnersities
will have to work together even more diligently inorder to sort out therr
speardhized functions i consttuctive and profitable ways

Commumty college rescarchers and those of the cooperating
unn ersity nnght divide their etforts based on the relatonship between
theory construcnon and an empincal analvsis of the college market-
place Richard Freeman (1975), provides an example ot model con-
sttucnon on mathetnng research, hiss a recursive adjustiment model of
demand tor higher education From then attempts to test the vahdaty of
his model, John Wish and William Hammlton (1980) write that “the results
otour study suggest quite comvinangly that Freeman's model tor explain-
mg college entollments and graduate job markets could be etfecuvely
cmploved by university adminstiatons and insttunonal rescarchers to
hielp analy 7e the magor deterranants in college attendance™ (p 24) While
Freeman's model s designed primanly for the four-vear mstitution, 1t
ments field testing by two-vear colleges tor its applicabihits to thew spe-
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c1al arcumstances. The failure of universities and community colleges
to combine their research skills in the development of appropriate
means to achieve their institutional objectives inay prove, in the long
run, to be myopic and an excess of arrogance.

The Assessment Function

Perhaps the most intniguing outcome of the shared development
ol a marketing program is the impact that this form of symbiosis might
have on institutional assessnient. Universities will need to reassess their
programs in which graduates have to be “sold” to community colleges.
The continued assumption that community colleges welcome the new
Ph.1) s with open arms is rank arrogance by university personnel. Pro-
grams designed to prepare professionals for community college roles
must be planned with considerable input by educators from two-year
institutions. Only through such cooperative planning 1s it possible to
build the desired cnmate of mutuality.

[naddition to the preparation of skilled community college instruc-
tors, counselors, and administrators, universities must strengthen their
commutments to faculty development programs for community college
personnel and, in fact, for their own personnelin need of reeducation. If
higher education, with all its proclamations about its special strengths as
a people-orrented enterprise, 1s to avord its own transparent hypocrisy,
then 1t must provide faculty members with the means for self-renewal.
‘Through caretul and thoughtful planning among institutions of higher
education, two-year colleges, four-vear colleges, and universities can
dlarity and promote their respective roles 1n the critical area of faculty
development. In particular, it behooves the university to avoid the
temptation of arrogance. Too few university educators recognize that
commur ty colleges are not singularly in the business of preparing
transfer students but, rather, that the bulk of students at two-year insti-
tutions are 1n a wide variety of programs, most of which are one year or
two years in duration or are community-based. 'The mistaken belief that
community colleges are still “junior” colleges or merely university prep-
aratory schools ingers as an egocentric myth among university person-
nel It must be dispelled 1f genuinely cooperative marketing relation-
ships are to become a reality

Conclusion

With their strong focup on the academic disaplines, especially in
terms of research, umversitigs have a significant contribution to make in
the creation and dissemimation ol facts, data, and theory construction.
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When 1t comes 1o service structures and istructiondal processes, how-
ever, the unnersity muststinve to learn trom the community college . In
other words, different types of institutions of higher education mustrec -
ognize that they can combine profitably their strengths and can work
together to overcome their common problems  This mtial recogniton
of mutuality 15 essential to the planming, inplementatnon, and evalua-
ton of the means of growth and progress in the shared space occupred by
community colleges and universities alihe
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Marketing 15 defined as a systematic game that may provide
student development specialists an opportunity to anticipate

and respond to_the changing needs and interests of the community
and its student. population.

Marketing and Its Effects on
Student Development Activities

Don G. Creamer
E. G Akins

Marketing higher education 1s a frequently used strategy to combat
dwindling resources and declining enrollments Particularly in the com-
munity college, which by definition is committed to serving community
needs, marketing seens an inevitable administrative responsibility. Lit-
tle has been done, however, to explore the intended and unintended
impact of marketing on specific areas such as student affairs.
Marketing invites change (Keim, 1979). Although this may be
manifested most obviously in a change in the characteristics of students,
the 1impact will also reverberate through changes in instructional pro-
grams and serVtes to changes in faculty artitudes and behavior, and it
will result finally 1in fundamental changes in the missions of specific
institutions and 1n the very nature of higher education. In many cases,
these changes may be unintentional or unanticipated, particularly if the
tnarketing effort 1s undertaken without « onsideration of the values and
goals operating in the specific educational setting. However, when mar-
keting 1s part of a systemnatic plan, it may provide an exciting opportu-

-mty for educators to anticipate and respond to the changing needs and

interests of student populations and their professional priorities.
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Marketing suggests that changes in community college student
development acuvities are probably inevitable Given this view, we
must explore the intended and umintended consequences of marketing
and the possible dangers of thes® onsequences to student development
activities. We will also suggest strategies for dealing with these prob-
lems

Expected Outcomes of Marketing -

[t generally 1s assumned that inarketing will have at least two out-
comes (1) the student population will change, and (2) a vast array of
new services and programs will be required.

New Populations. Marketing strategies are expected to attract a
student population that differs fundamentally from the tradinonal one.
Enrollments of adults, mmoriues, vocationally oriented, part-time, and
underprepared students are expected to increase. While tnany of these
studeits will bring to the educational environment traditional values,
atutudes, and skills, many will not.

New Services and Programs. Faced with growing enrollments of
nontraditional students, colleges are expected to respond by continuing
the trend toward comprehensiveness inan effort to serve any need that
has a paying constituency  Redesign of curriculum offerings and an
espansion of learning options seem inevitable, as does the creation of a
“whole new arrav of student support activities” (Kachenberg, 1972,
p 377)

Problems Stemming from Marketing

The tv o generahized outcomes of marketing translate into sev-
eral potential hazards for student development educators Although the
problems are highlv interacniv e, they will be discussed separately to high-
light therr unphcanons tor student development programming

The “Enroll-Them-First-Then-Decide-1f-It- Was-a-Good Idea”
Syndrome. As iuch as they may try, few colleges can be all things to all
prople  Commumty colleges are perhaps best characterized by their
atazing diversity: What one college does well, another may not do at all.

Marketing, on the other hand, 15 sometimes taken to imply an
isolated concern tor increasing enrollinent, with little concern for the
“i” between the needs and skalls of the student and the opportumties
avatlable at the college When informaton is glamorized or manipu-
lated (without regard tor accuracy) in order to appeal to an audience,
students are likely 1o enroll with unrealistic or unfounded expectations
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of what a college can do tor them And student development speaielists
are hkely to be held responable tor ameliorating this problem Special
stram mnay be placed onassessment, advising, and plannming etforts
when these mustbe directed toward a population often unaccustomed te
swstematic planming In addiion, all of these ettorts require an iy est-
ment of student tune — a4 commodity otten 1in short \uppl\ tor new stu-
dents whose prane tesponsibiitie s usually he outside of the college envi-
rovinen:  This problem dassicatly leads to either oohng out”™ students
ot helpig them adjust therr aspiranons to fit what the collece has to
otter 4

The Pressure of “Cooling In” Students. ” Sny der (1972) describes
the process o *cooling in™ as occurning when fac ults and statt go to unu-
sual lengrhs 1o eep students enrolled, even at the 1isk of lowering aca-
demic standards The temptate s casy to understand *We worked
hatd 1o get these students, now let's work harder 1o keep themn ™ This
appears to be a laudable goal Under the suttace turks the dilemma
“What is the purpose of higher education? Flas it changed just because
marketir ¢ strategies have mtrodvsed o new student population™ For
teaching tacults this problemmay be manitested in pressure to 1 quire
Itle woten work o hutle reading even i surves courses, t give
‘mcompletes” rather tha 7 when required wor® is not done on time,
and to move tomard nonpunitae grading options For student person-
nel protessionals, this may suggest that thes ady ise underprepared stu-
dents 1o enroll onlv i “eas™ counrses and majors, that they create a
“tolding arca” ot courses designed o segregate undes prepared students
tom regalar students, and that the discourage tansters 1o other mst-
tttons Presstiires tiay be excrted to offer speaal seryices o1 programs to
teatch over ok el need withim any group ol students with distin-
gunhing chatacnisties Such targeted tesponses to nondiscrete needs
not only may scve to fragment the ettorts of protessional resources but
s o senve to obluscate the primary purposes of the mstitution.

The Focus on Recruttment of Students. Whes marketing tor enroll-
tent hecomes a dommant pressure, student development protessionals
may bosconesdusinels as amanpower pool standing ready to be relormed
it anarms ot tecnmters, led by the director of nenketing. Recruit-
ment.an obvious part of an overall marketing plan, is not an unholy
acvaty s Student development speaalists dearly share theobligation
swith othars to cany out a recruitiment plan. however, unleds care s exer-
cvedlanessential partof student services — the fosterme of decelopment in

tudents —may be sacnticed Tnsuch a seenano, student development
spectalists iy become managers of student entollment rather than
counselors o tcachers of students after thes have enrolled
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Promises, Promises, Promises. ..larhcting strategies by ther
nature prormise to meet the needs dentfiet in a target population
Unde the best arcumistances, these promses are cotposed of accurate
ntormation about the college, indluding whatitcan and cannot do real-
nstically and who s bkely or unlikely to benefit from the college pro-
grarns  Although 1t s patenthy unethical to distribute imaceurate intor-
mation about a college o1 to recrut students who cannot benetit trom
the college offermgs, 1t s posable that even the best-intended marketing
srogram will mnslead potental students For example, assurances of
upwatrd mobiliv, job advancement, and job placemnent are no longer
awomatic bv-products ot college degree, particalatly i the paraprotes-
stonal areas tor which commumity colleges ofter cerutficates Silardy,
promses of academc credit for job experiences or guarantees of finan-
aal support caanot be tulfilted without caretul scruting ot cach individ-
ual tase

Wath the new diversity i students goes a new diversiiy an reatis-
tic expe tatons tor then tuture Student development protessionals
must face this problem aggressnely through carcer-planning acovites
Fhe students” own problems i setting goals mav be accentuated it the
students hold unrealistic expectations ot what the college can do for
thern Moreover,at the studants’ goals are not really their own, but rather
are tabnicated trom the promises ot a recruiter, student development
speatalists must st €trom ground zero— that is, by heiping those who
mav be non-goal-directed persons to set some goals commensurate with
college capabnhtie .

Prore ses mav also be made to underprepared students that they

can succeed m college even though then skills are not adequate tor deal-
g with college-lesel work 1 a particular setting - Although most com-
mumty cotleges have pro rrams that help students who enter with aca-
derme defiaenaes, these programs - annot possibly salvage students
v hose shalls are dramatically mappropaate While clanmns frequently are
made that underprepared students will bgnetit from college 10 other
wavs, such as groswth in soaal matunty or openness to new ideas, the
unavoidable turth s that cogmnve growth usnathy precedes deverop-
mental growth (Kohlberg and Maver, 1972) inother words, s exceed-
mgly dhtticult to promote most torms of deveiopmeant in students who,
tor whatever reason, are unsuccesstul in academic work Student dev el-
opent spectalists are bikely to bear the tesponsibihty ot working with
bitter and disappomted students who have discovered the chasm between
tec g promises and evervday reahin

Displacement of Educational Values. Few wor iddens thaceduca-
ton has grovwn (o be e business, however, when the tadinonal values
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ol a facultv-dommnated enterprise are nudged aside to be replaced with
the values of a manager-dommated enterprise, a fundamental clash 1sin
the offing Curreni m‘irkt'tmg strategies niay lead to the creatron of a
value svstem that promotes education as a product to be sold and stu-
dents as iilitant consumers whose buving whims must be catered 1o
Such a de-emphasis on traditional purposes of higher education may
lead to contradictors goals and a dittuston of ettort and etfect
Money Shortage. Although possibly trite, 1t s true that money
going tor njarketng s not going ehewhere Mones spenton bringing in
ness, \(U(l(/m\ cannot be spent to nprosve the qu‘llll} in (()llll\(‘llng,
rea Innq,’l.m(l research “The bottom line v that student development
financiaf resources, alreads m many mstances at the bottom of the heap,
masy be turther depleted by marketing strategies And expensive mar-
ket strategies do not guarantee increased enre.ment. espeaally after
the nyi/lml thrust s over
" Resistance to Change. Neither prople nor thewr institutions change
casth One of the more conmon reasons that people resist change 1s that
thea are not s olved m the planning for change Thus, they lack aware-
ness of the reasons for change, lack comamitment to the ¢ hange, and lack a
willingness to work to accomphish the change It one segment of the orga-
izationis cngaged moplanned efforts to muate change, such as through
Jrecrating new and ditferent students from those presently enrolled,

[]
, while other segments are engaged m busmess s usual, such as oftering

the same programs i the same wass ducected o the same people, a fun-
damental torm of resistance to change 15 1 the « “fing The latter group
mav understandably react Yy acting out (1f not ac tually proclanming), *1
cdhd not areate the problem and T do not know how to solve 1t.”

An even more deep-seated reason for resisting « hange 15 unpre-
paredness ot alack ot abiity Just because new needs are identified in a
potential markhet s no guarantee that the college professionals know how
to deal withar Consequently, it does htile good, and posably consider-
able harm, 1o luie certain new populations o enroll when there s no
tapactts to deal with them atier enrollment

Strategies for Addressing Marketing Problems

On casual examnnation, the problems stemming from marketing
seem sooverwhelmimg as to condemn the entire process Yet most of the
problems canbe prevented by ssatemante plannimg based on solid knowl-
cdge denved hom expenence, theory, models, and rescarch, This sec-
ton suggests an cight-pomt strategy for addressing the etfects of market-
g on student development acne anes

8.’)
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Step One: Understand Marketing. Fxplore what marketing 1
and what it 1s not ‘The word marketing actually secins misplaced in edu-
cation becouse ol ats association with busimess, the word conjures up
tnages ol glossy advertising campaigns or public relations grmmicks
that pressure people mnto buving produdcts that they do not need  Market-
ing 1s olten mistakenly assoaated with selling and advertusing Ineduca-
non, this s often interpreted to mean recruiting a student population
that traditionally would not have gone o college This, however, 15 a
defimtion that does pot really retlect the intent of the word

Kachenberg (1972) defines marketing as a process ol *determin-
ing and meetirg customer needs™ (p 370) Rather than being directed
toward “quick sales™ (that s, an nnmediate tise i enrollinent), market-
ing by this defimtion s onented toward the tuture for the purpose of
bath reacung to changing demands on the coliege and anuapatung future
demands In the educational setting, this use of the word unplies a pro-
cess o adapting to the constantly changing needs of students, proles-
stonals, and the commumity

Marketnig s based on a plan Ldeally, the plan is tadored to the
speatic college and designed by all members who may be allected  Tis
putpose is to (1) dardy institutional purposes and programmatic roles,
(2) set priorities, (3) analy ze resources, (4) sunvey potential student pop-
wlations and detetmme their apparent needs, (5) select target popula-
tons that can be served elfectively and itorm themn of avallable ser-
vices, (b) orgameze and deliver services to meet the needs of the new pop-
ulatons, and (7) monutor and evabiate services and eftecs Such a plan
might be scen as another defintion of marketing

It may be helplul to point to what such a defimtion ol imarketing
s not Although s often interpreted that way, nothing in these planned
steps suggests an unconditional surrender to unantiapated, unwanted
populations who cannot benefit from the services of the college What
the defimtion does suggest s that planming controls marketing, notvice versa,
thus, the results of inarketing should be entirely predictable

Understanding marketing also requires that certam misconcep-
nons or unfounded assumptions be dlanfied. For example, 1t s com-
monly assurned that "new students” requure tmore and different sers ices
than do vaditonal students however, the evidence usually suggests that
vounger and older students seem to "need” the same general services
Older adults tend to use services differently than their younger counter-
patts (Kasworm, 19805 and the content of thenr needs may ditfer some-
what, but the fact remains that students of all ages use most ot the stu-
dentservices now walable “There s no dear evidence that "a whole new
array of student support actis ities” will be required to cope wath the eftects
ol marketing n the community college
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Another common misconcepuon about marketing 15 that 1t
demands comprehensiveness i curriculum and services Thas assump-
ton is that all celleges must stand ready 1 meet any and all needs of new
students regardless ot insututional purpose or abiliy Recall that mar-
keting stemns trom a plan, wherein an audience s selected whose needs
canmost eftectively be mei by the instituuon Whether the istitution
should be comprehensis e depends upon polic v and resources, not upon
the effects of marketing

Step Two: Assessing Student Development Capabilities. Deter-
tine what can and cannot be done with the available resources  This
strategy compels student development specialists to use their skills for
self-assesstnent: The process should result in an honest statement of staff
capabihties — their interests, speaial skalls, and philosophical orienta-
tons —and thisstatement should make lear to marketng planners (and
to the collectv e group of specialists themsels es) where ther. strengths lie
and whete m-service traming may be needed. The process also should
dlanty fixed versus variable assigninents. For example, given that cer-
tun functuons, such as cdvising, financial aid, and admissions, require a
fixed percentage of nme in thewr present format, how much vanable
time 1y eft for reassignment? Perhaps this process could help the staff
detertme which acuvites currently bemg conducted are “unperatives”
and which ones are *desiable but not necessary ™

Step Three: Knowing Student and Institutional Characteristics.
Without a conscious etfort on the part of the institution, new students
will probably have to become ke old students to succeed within a spe-
afic educational environment One plausible policy for recruiting might
be to recrunt students with characteristics suntlar to those of succ es#ul
students already i the college Of course, suck. a policy presumes that
the charactenstics of both the old and the potenually new populations
are hknown

In addition to knowledge of student Characteristics, marketing
planners need a precise knowledge ot institutional <haractenistics and a
teasonable understanding of the interactiy e ettects cach tnayv have on the
other Knowledge of student completion rates within specitic courses or
prograins would be valuable, for example, as would knowledyge of tac-
uley shalls and attinades in such programs as developmental studies, Care-
fully planned research studies that examime the probable etfects of spe-
atic programs on students should provide ms aluable data on which o
budd a marketig plan

Student development cannot be promoted ammnlessly - Actvrties
stould be planncd with speaitic purposes in mind, based on specific
hnowledge tiom which 1o diagnose and to prescnbe, designed within a
known environient, 1eaccomplhish predictable outeomes Such a pre
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C1se process cannot happen m an environment where unknown varia-
bles predommnate

Step Four: Avoiding Special Programs for Every Voiced Need. Pro-
grams should be designed that recognize the paranteters of statf cotnmit-
ment and of the mathetung plan designed speafically for that setang. It
mav be fashionable to advertise a wide array of speaial programs. such
as prograins for returning women, veterans, or nternational students,
but this approach tmav be expensve, may detract from prionity activi-
ues, and mav suggest artifictal disuncnons Clearly, new students will
bring new concerns to the student development specialist, and these new
concerns may require the apphication of professional skills in a ditferent
context, new knowledge, and posstbly new atutudes, but this 1s only sun-
phisucallv approached by sproutung new services Manv existing serviees,

such as counseling. carcer development, and advising. are generic by
definnon because they utilize similar process models and a conceptual
tratnework that predudes variets n students. 1t professtonals are pre-
pared properly, new students can be accommodated within many exist-
‘ INg structurss
Step Five: Designing Programs to Accomplish Specific Outcomes.
| Talking with a student s a means, not an outcomne  Although some stu-
h dent serva e adimmistrators evaluate programs m terins of numbers of
1 contacts w.th students, this reveals hittle about whether intentonal
i activities are producng predictable resules
| Student development prograrns, espeaally those reshaped to
1 meet the requirements of new students. should be geared to accomplish
| predictable developmental goals Numerous process models are avail-
| able today 1o help pracntioners design prograins using humnan de clop-
tnent theory and accumulated knowledge Rodgers and Widick (1980)
advocate the “grounded tormal theory” approach, Knetelkamp and
| Wells (1981) rely upon a "process model of theory to practice” approach,
| Several other process models are discussed by Rodgers (1980). 1t ay
| not matter which maodel 1s used or whether some edecnic approach s
chosen The pomnt s that pracationers do not lack for appropriate prac-
tices to help them cope with this situation
Step Six: Developing the Knowledge Base for New Roles. Whether
the responsibilines demanded of student dev elopinent professionals by
the markeung plan call tor new roles or fer tadoring old ones, profes-
stonal preparation mav be needed  As we noted previousty | tor exam-
ple. older adolt students ditter trom vounger adultsan the content of ther
needs  Lhat s to sav that developiental tasks ditter by age and that
tany dotnmant concerns are age-speaific 1he tollowing example illus-
trates this conttast Both a twentv-vear-old and a torty-tive-vear-old
woman may demonstrate a need for career counsehng, however, the
'ERIC >
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vounyer student may be strugghng with postadolescent idenety | hasve
hutde o1 no knowledge of the world of work, and have very few exper-
ences behind her 1o help her choose a career path The older woman., on
the other hand, mav be dealing with identty at an entrels different
bevel may have extensive knowledge of the world of work, and mas
have an espenence overload clouding her choices for a new direction in
Bte Anthis case. the student des elopment professional needs knowledge
ot adult des clopment theors i addinon to the knowledge base he or she
altcady possesses, which mdudes career desclopment processes and
mtormation sources Although in many Cases on-site statf des clopment
may sutfice. addiwonal formal preparation, such as graduate courses.
workshops, and semmars, may be neceded

Step Seven: Cooperating with the Marketing Planners. Armed
with an assessment of statt capabihties, student deselopment speaalists
should strnve to achiese masunum sy olsement in the tormulation of the
markenmg plan It remams asiomatic that preople support what they
help to create, thus, a strategs of imvolyvement will strengthen the mar-
ke iy plan on many levels

Lhe benefits o the student dev elopiment speciahst of this exten-
sivemvolvement are numerous The most obvious s that the plan will
contamn ne sarposes for them and wall requare nothig for which they
have not preparcd Addinonal benetits go bevond the marketing strat-
ey Foraovaomple, thisacovaty iay give student des clopment specialists
arvvivacalepportainiy tohelp shape parposes for the entire coliege On
a program leveb e should help to assess the harmony of the student
development progeatn with other msututional programs, to danty and
sharpe o the goads of the soadent dese lopment program, to promote staft
commteent and 1o areate a cinate of expectancy for change T learly
S an opperiamsy to tahe aproacte s stance toward fulfilling jobs and
reponsibddire s

Step Eight. Managing the Process. As various models of planned
thanges suggest (Hease, 19803, 4 change mevents, whether planned or
evolutionany need notautormatic alls dictate professional behavior. Stu-
dent development speciabsts should be aware of the facts, they should
rondie tongonrg vesearch 1o monitor what 4 happening to students —
waether the ettears stemn ummtentionally from marhetunyg or from the
tennonal mtenvenaons by profesaonads = and they <should teed the
new hnosdedy back miro the sostem tor future planning

Summuary

Phas dhiscasaion of possiblc cteas of meaaketing on student des el-
optnent activibes hedan by pomtng to two wonerally assumed outcornes
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ot marketng — that the stadent populaton will change and that a vast
arras of niew services and programs will tesalt The first outcome seems
probable. the second. possibly unnecessary . although widely proposed
in the Inerature There can be htde doubt that successtul marketing
plans imvite new stadents o enroll, although not necessanly as anall-
detined herd of peonle whose needs cannot be met realisticalls by the
istitution L he most appropriate response to these new students may
not be to generate discrete programs tor evers consumer appette, rather,
1t may be to relv on theors and knowledge to design generic programs
that are capable of mecung diverse necds, such as acadenic advising,
through exnung structures

The eftects of marketing have created problems for student
development programs and acuviies: We have shown, however. that all
ot them are potentally: manageable it cortam strategie approaches are
utthzed “The approaches generally call tor understanding the marketing
process, ene’s own protessional capabihities, the student and the envi-
ronient, and the design possibilities for appropriate protessional pro-
grams Student des elopment pracationers also were cautioned not to be
seduced by consumer whun, to ageressively involve themsedses in the
marheuny planning process. and o conceptualize marketing as a sys-
tematie process that can be simidar to g planned eftort tor change
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Strategies for adminmistration, faculty, and student personnel
are suggested as the means to improve retention

Retention

Marybelle C. Keim

Retention is not a new word in the vocabulary of community college
personnel, but few in the two-year college setting paid much attention to
retention untl recently. When students were in plentiful supply, there
were not many reasons to worry about attendance rates. Now, with the
increased concern about declining enrollments, retention has become a
major concern. In fact, most successful marketing programs include the
establishment of a viable retention program as an important compo-
nent. This chapter addresses the question of how to develop such a pro-
gram

Attrition and Retention

In the search for information about retention, community col-
lege personnel have gone to the literature and have discovered nearly fifty
years of research about attrition and retention. They have learned ihat
attrition has been loosely defined as friction between the student and his
environment and that retention was thought of as a harmonious rela-
tionship between the student and his environment. Dropouts were char-
acterized as students who were experiencing difficulties in the college
setting and who left school. Conversely, persisters were described as stu-
dents who were comfortable with the environment and stayed in college.
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The underlying purpose of these N:‘ﬂ('(lr( h ettorts was to study a problem
that w as thought to be soaetal in nature The findings consisted of volu-
minous statistical data companng the charactersues of persisters and
leavers, as well as matching students and colleges

The researchers idenufied a number of tactors that were thought
to be related to attrinon and persistence Students who were ikely to be
attnition victns were employved full-tme; they were commuters who
attended two-year colleges, they had a low-level degree goal, they had
poor study habuts, poor college grades, low SAT scores, and a poor high
school record, and they had parents with a low level of education. On
the other hand, students who were likelv 1o persist in college worked
part-ume on campus. they were residennal students who attended a
tour-vear college, they had a high-level degree goal, they had good study
habits, good college grades, high SAT scores, and a good high school
record, and they had parents with a hagh level of educanon

The overall condlusions were that students were hkely o persist
in college 1f (1) they had positve perceptions ot the institution, (2) they
were succeeding acadermeally, and (3) they were tully integrated into
the soctal and acadennc svstems of the college

Reasons for Dropping Out

Other researchers have concentrated on studying the reasons
why students leave college Finanaal problemns, fanuly or work respon-
abihtes, or a change i educatonal goals are the reasons most often
verbalized by students However, the real explanations for students
dropping out of college are most hkely poor teaching, poor advisement,
poor academic preparation, or incompatibility with the college.

Fach ot us has probably withdrawn from a course or from college
at some tme 1n our career and given a socially acceptable answer for
dropping out rather than the real reason THound myself in that situation
not long ago 1 had enrolled in a “French for Travelers” dass at a local
comnmunity college. attended evo sessions, and thenwithdrew When con-
tronted by the imstructor, [assured her that my work schedule had changed
and that T was not available to attend dlass The real 1eason for with-
diawing, however, was that the quality of teaching was so poor that |
decded not o waste any more of my time. Don™ mostof our community
college students behave samlarly?

The Community College Response

After teviewing the available hterature on attrinion, retention,
and reasons for leaving college, many community colleges seemingly
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have responded i a Chicken-Laiule tashton, with alook toward heaven. a
shiug of the shoulders, and a pronouncement ot doom—*The skv 1s gomg
to tall"™ — which means, in commumty college language

‘There's nothing we can do—our students work tull-tnne, com-
mute, have low-level degree goals, poor study habits, poor col-
lege grades, Jow SA'T scores, and poor high school records., and
have parents with a fow level of edu aton. And, of course, our
students are withdrawing because of finandal problems, and
home and work responstbihties: There's no way we can do any-
thing about retentnon!

Another commaon response 1s to point out that the connunity
college does not have the available personnel or the capability to com-
plete sophistucated tesearch about the attiition rates ol students. This
justifies not knowing just how high the dropout rates really are,

An cqually meftecnve pattern is to compile student dropout rates
but not cinculate them among the statt tor tear of negativ e publicity The
queston is asked. “But what if the students/board/e onununity find out?”

Yone of these responses 1 appropriate “The only responsible reply
to the problem ot art 1ton'is Improcing retention ratey at the community college
b dfficndt v by no mean impovsihle’

Initiating a Retention Program

Fustotall, the omnnuty college should detetmine the real rea-
Sons It wants to cinbatk onacretention program s the goal instiational
sutsival” Has mrerest m retention been motis ated by loss of revenues?
Is the program to be established for consy ement ¢. based on the thought
that 1t s easter 1o reenroll a et ming student than 10 to recruit a new
one’ Whatever the reasons are, ther should be educ atonally sound.

Second. cach communin college begmnmng a retention plan
must define tor wselt what retention and attnition mean Does retention
mean thatastudent completes aterm? A vear? Or does 1t mean that he
ot she fimshes «wdegree” Any of these defimtions ¢an be Appropitate
Sl attnnon can occur when a student drops one course, with-
draws dunmg atenm, withdiasws at the end of 2 terin, o1 does not corn-
plete a program of studs Each imstitntion must define aty oren termy

Hurd. the dropout tate of students must be determined The char-
actersnes ot the students who diop out need to be identified —whether
thevare till-nme, part-tune, of traditional colfege age, adult, monty,
ternale and soon The rarcs will vary great deal among colleges ind
among ditterent tvpes of students and may be disttnbingly tigh  In
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addition, an attempt should be made 1o compile dropout rates by dasses
and by departments

Fourth, the reasons students leave college should be ascertained
While 1t s ditficult to learn the reasons students withdraw | 1t s worth-
while tomnate an exitinterview or some siundar mechamsim to begin at
least to get some clues

Fitth, a campus covironment stady should be conducted in order
to determine where the college 1s successtul and where it needs improve-
ment T his assessment can begin with anainstututional self-study, but it
mnust be thorough Eatrenely difticult questons must be asked, such as
How satsdied are the students” What is the qualiny of teaching? Whatis
the adiznistrative atmosphere” How effecuve are -he student personnel
cttorts?

Once the questions have been addressed, action must follow A
significant statt development program will undoubtedly need to be
developed There may be programs or departinents that need to be
chimmated  Student personnel mavy need to adopt a totally new maodel
for therr actuvities There mnay be adimimistrators, taculty, and statt who
should be reassigned It certam departiaents have a aigmificandy higher
proportion o withdraw als and dropouts, then perhaps additonal eftorts
should be expended to remedy the problems in these acadenue areas

Campus environment studies will undoubtedly cause consider-
able upheaval, but sn’tit nme that we discoser what’s really wrong with our
communtty colleges and the ways to remedy the problem,”?

Program Coordination

For a retention prograin to operate effectively, a top-level admin-
istrator should have the responsibility of coordinaung the campuswide
eltorts T his admimistrator should have the influence necessary to orga-
nize and implement an mnovative progran and to coordinate a diverse
grontp ol committees Nearly all of the existing campus committees will
be imthienced by such aprogram, and new study and implementation
groups will also he needed Every college must decde for itsel the kinds
of committees that are NCCESS ey and the MOope of the activities, recom-
mendations, or services t(\‘lw aundertaken by cach group

N

Strategics \

T he solutions tor idreasing retennon rates depend on the num-
ber and range of services provided  Retentioncannot bhe effected by imple-
menting any one specfic strategy For example. advisermnent by atself has
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htle chance of solving the problem A retention program must be inst-
tutionwide and must have total campus support

There are many tacucs for improving retention rates The follow-
Ing secnens organize a lengthy list of suggested retention strategies under
three categonies —admmistiation, faculty, and student peisonnel Each
college must evaluare and modity the suggestions to match its own unique
seting

Administration. "The admiunistration 1s an extremely unportant
influcncein Lnproving retention cates. in fact, without adminustrative sup-
port, retention programs are doomed to farlure’

Atmosphere T'he adnunistration sets the tone of the ¢ ampus. Avise-
tor can tell almost imimediately 1f the college has a CATING, Wartn envi-
tonment: Abrupt. aloof. sarcastic personnel reveal their attitudes about
themselves and about their insutution Sometines iformation and dis-
cussion sesstons can be helptulin promatng attitudinal and behavioral
changes, but at other tnes the problems are so severe that personnel
must be shafted o1 even released )

Readabilaty of Materialy Catalogues, bvochures, and other pieces of
community college recruttment hteratuie often contain words, phrases,
and concepts that prospectne students do not comprechend What doartae-
ulation, undlassitud statis, a comprehensite financial aid program, or accreditation
mean to soncone who has never attended college? All materials should be
tated on readabiliny scale and then rewntten so that they can be easly
understood by the mtended audience

Regustration: Registtation continues 1o be one of the most dhscon-
certing expenences i astudents hie: Most colleges subject registrants
to long unes and dehumanizing treatunent Personnel responsible for the
process have even been known to take hour-long breaks without mtorm-
ing the frustrated students sull standing i hine Colleges must design
mote personahzed and streamlined enrolliment procedures

Schedulrg Ketention of some students could be enbanced by a
tevised class schedule Ly emings, early mornings, and weekhends should
be utihzed i oraa 1o accommodate those students with weekday con-
thets

Imstitutional Research 10 would be ideal, of course, tor cach com-
mumty college to have an office of institutional research Afger all, sey-
eral kinds of studies are required betore aretention plan s imuated, and
other studies are needed atier the programas under way 1a ommunity,
college cannot attord an office of stititional research, then someone,
sorne office, or some commmittee fnust bhe able 1o condudt the nec esary
1esCdlc h

Saft Decelopment Neatly every campus «mvinoniment study will
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indicate that staff’ development progra.ns ‘are essenual. Faculty will
need one kind of training; support staif, another; and admunistrators, still
another. The administratton must plan delivery systems for these pro-
grams that will be acceptable to all individuals and groups.

Reward System. A reward system for recognizing contributions to a
retention project should be considered. The administration must decide
what qualifies as minimum as well as exemplary contributions. Excel-
lence in teaching, helptul advisement, or sensitive counsehng are diffi-
cult to evaluate, but they are important ingredients n a retention plan
and should be rewarded

Undoubtedly, cach communuty college, in implementing reten-
tion programs, will find many other arcas in which the administration
will have to make deaisions and provide the leadership.

Faculty. Many faculty members will deny that they play any part
in attrition, but once they understand the real reasons students leave
college, they begin to realize that they could be at the heart of the problem.

Student Charactenistics A new breed of students has been recruited
to the communty college, m part as a result of marketung efforts. Fac-
ulty must be aware of the characteristics of these students — some read
poorly, others can barely write a sentence — the contrasts between the
new student and the typical college student are endless. While it is
approptiate for faculty to refer nontypieal students to remediation, tut-
ormg, and other shill-building experiences, faculty members must also
work with these students at their current competency level, The faculty
have a responsibility to challenge, encourage, and push these students
to higher and more sophisticated levels of achievement.

Alternatiee Instructional Modes Lectures continue to be the most
common pedagogical technique, but this techmque is stmply not appro-
priate formany students: Certainly, changing one's teaching style as dif-
ficult, but studenty’ abilites and learmng styles dictate that faculty become
tammhar with and begm to employ many alternative instructional
maodes

Interaction Among Faculty and Students Quality interaction among
taculty and students has been recognized as one of the most important
lactorsan retention: Students who have sigmficant encounters with fac-
ultv are much more hikely to express satisfacion with the college. Fac-
uliv must be made aware that therr interaction with students has mean-
mg, and thev should be encouraged to make themselves asy atlable to stu-
dents

Adevement: Many taculty members feel that student ads isement
15 repetitious, bonng, and a mususe of their time This opinon s totally
inapptopriate, advise.nent 5 waching, however imformal  Rec ognition
of the value of advisement 1s o must, and training programs in ady ising
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techniques should be designed and presented so that faculty attitudes
and skills are enhanced.

Onentation Orientation 1s not just an introduction to the social
aspects of college or to the services available. Scudents new to the com-
munity college need a meaningtul academic onentation, planned and
conducted by faculty members

Syllabr Faculty can help all studente by planning courses more
carefully. Detailed syllabn hsting dates, assignments, topics, grading
practices, and course expectations shou'd be required.,

Manicourses In order to introduce students to a topic, a college
may find that mmicourses are helptul An overview of a course or a dis-
aphine, available on a partial-c redit basis, might encourage students to
explore an area not previously exainined.

Faculty should become involved in many other retention activi-
ties, including study skills and tutoring programs, remedial coursework,
and nonpunitive grading systems, all of these may help reduce attrition
rates amony community college students.

Student Personnel. Student personnel have had considerable
experience 1n retention activities, but they do engage in many practices
and services that should be improved and strengthened.

Recruitment: Recruicnent techniques have been well honed by the
miarketing experts in the community college — witness the large enroll-
mentancreases at many institutions. However, it is also apparent that
some of the promotional methods that have beéen used border on the
uncthical. Admissions personnel must question any recruitinent schemes
that they feel are not 1 the best imterests of the student and of the institu-
tion In addition, they should admit only those students who “fit” the
environment and have a chance to succeed ac ademically.

Orentation New-student onientation has been the bailiwick of stu-
dent personnel for nearly as long as these orientations have been offered.
Many onentation programs can be described as an “information boml” —
i other words, an overload of facts, figures, and descriptions delivered
in a short penod of tme. Students (and often parents) are “talked at” by
a series of speakers who attempt to inform, advise, and dleverly intro-
duce the new student to college. Most of these abbreviated sessions are
bonng, madequate, and ineflecuve,

New kinds of orientanon programs are desperately needea and
have the potential for improving retention rates. The use of small groups,
semester-long sessions, more paraprofessional and student involvement,
actuvities led by both faculty members and students, and programs for
spedial students (high achievers, mimorities, high-risk students, trans-
ters, part-time students, adult wonien) should be considered

Aceaties Activities programs in the community college can be
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helpful in integrating students into the social system of the institution.
However, most offerings appeal only to the young, traditional student.
For activities to have an effect on older, nontypical students, a much
broader range of activities must be presented. Examples include recrea-
tional outings, family activities, and expanded child care services.

Financial Services Finandial aid procedures are overwhelming to
most students and to many of their parents. Information can be difficult
to locate and forms can be incomprehensible. Access to finanaal aid
information should be made as easy as possible, and the dissemination
of materials should be well publicized. In addition, financial aid offices
must unprove their helpfulness to students,

Counseling Many community colleges pride themselves on their
counseling services and speak in glowing terms abouf their counselors
and counseling faciliies. What they fail to realize is that the counselors
have isolated themselves from the faculty with their specialized jargon
and activitics. Many counselors tend to “hide”™ in their offices and spend
nearly all of their time in one-on-one counseling While individual
counseling is undoubtedly comtorting to the student and to the coun-
selor, it 15 wastetul of the counselor’s time and is a luxury that commu-
nity colleges cannot afford.

Counsclors must change their mode of operation i order to
assist 1n a college’s retention efforts. They need to become more proac-
tve, and they should be out on campus talking with faculty and student
groups. They need to shed the “white-coat counselor syndrome” and
learn to work with less structured activaties, mcluding more vocational
counseling as well as walk-in and telephone counseling. They will need
to become proficient in group counseling techniques, in training para-
professionals, and in working with faculty as learning lacihtators

Organazational Model Part-time students are often unable to avail
themselves of student personnel services. Either the offices are not open
or the personnel are unavailable when the part-time student needs assis-
tance. Student personnel need to discard the four-year residential cam-
pus model of organization and adopt a prototype suitable to accommos-
date the part-time community college student

Student personnel offices that can adapt to change should be of
considerable assistance 1 a retention program.

Summary

Retention programs have the potential for improving the quality
of community college education Inorder for this to occur, colleges need
to consider their strengths and weaknesses and make a Herculean effort
to correct theur shortcomings
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Many strategies are available for institutions to utilize in improv-
ing their retention rates. Each college will need te consider its unique
problems; and administration, faculty, and student personnel will need
to work in concert to implement an appropriate retention plan.

Marybelle C Keim ts currently a visiting professor
of higher education at the Unaversity of Missouri- Kansas Cuy.
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Marketing changes institutions, but not always in expected or
desirable directions. Colleges considering marketing activities
should explore the possible negative effects and ensure that
they plan accordingly.

Caution! Marketing May Be
~ Hazardous to Your
Institutional Health

’ James F. Gollattscheck

There can be little disagreement that most educators who consciously
develop and implement new or improved marketing practices do so in
order to bring about change in their institutions. Marketing is, in fact,
usually considered a solution to some sort of problem. Some educators
may view it as a short-term, quick response to such a situation as enroll-
ment falling short of expectations. Experts with a more comprehensive
view of marketing may see it as preventive action, rather than as a reac-
tion, and as more of a long-term stabilizer of the institution rather than
as a quick solution to an immediate problem. All, nevertheless, view
marketing as a potential cause of change in institutions.

The literature in favor of marketing as a tool for colleges is filled
with promises of change (such 4s increased enrollment and better stu-
dents) and with visions of unserved groups waiting for the right message
to invite them to participate in the programs of the institution. The more
hard-sell the concept of marketing, the more glittering seem to be the
promises and the more emphasis is placed on sales and advertising tech-
niques.

Even the more comprehensive approaches to marketing, such as
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that viewed by Johnson (1979) as “total marketing,” hy Howard (1979)
as “community-based marketing,” and by Keim (1979) as “common
sense,” assume that good marketing techniques will bring about change
in the institution. Changes indicated by these marketing experts include
not only new chentele but atso more fully realized insututional missions,
better communication with constituendies, and stronger support from
the community

Outspoken critics of the concept of marketing also promise changes
in educational institutions foolish or avaricious enough to indulge in such
unscemly conduct. Their predictions range from the deterioration of
higher education, because educational objectives are replaced with those
of business (Van Luchene, 1980) to governmental intervention regulat-
:ng false advertising and product misrepresentation (Mackey, 1980).

Marketing programs are in fact usually evaluated in terms of insti-
tutional change Did the program result in more students, increased
enrollment from various geographic areas or specific constituencies,
‘ncreased finanaal or legislative support, or more effective achievement
of mission?

Markeung, then, may be viewed as a change agent, and institu-
tions thinktng of embarking upon a program of marketing should expect
change. Change agents are good, they are necessary in nature and in
institutions 1f growth and development are desired, but it must be noted
that change agents are also dangerous. Unless a change agent is used
with caution and with full knowledge of all the potential eftects, the
tesufts can be disastrous. Marketing is no different! When carefully
planned and implemented with discretion, it may yield very desirable
resufts and change the nstitution in positive ways. When not planned
well or when implamented without appropriate care and cortrol, it may
bring about unwanted change and create stress both within the institu-
uen and between the institution and 1its community.

Much has been written about the positive effects of sensible mar-
keting in higner education, and most of this volume deats with the need for
reaching markets more eftectively. The emphasis in this chapter is more
cautionary Here we look at the effects on educational institutions, par-
ucularly community colleges, when marketing is poorly planned, unco-
ordinated, and/or uncontrolied. The primary clements we will examine
are the faculty, students, facilines, curriculum, and student services.,

Faculty
What can happen to faculty when marketing goes awry? When
the institution changes 1n ways cither notexpected or not desired by the

faculty, the results may range from discomfort and erosion of morale to
outright rebellion Most community colleges have long been open-door
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institutions; however, not all have aggressively recruited the so-called
nontraditional student 1 significant numbers, Many faculty members
may not be capable of working with students who have severe learning
problems or who nced extensive remediation It s even worse if these
students show up in large numbers unexpectedly

The wider the diversity of students who expect to be served after
having been the target of marketing strategies, the more problems exist
bevond even the need for remediation, Elderly citizens, tull-time work-
ers, the handicapped, and international students — all present needs for
alternative modes of instruction, a variety of instructional materals,
and above all a willingness to provide ditferentiated teaching/learning
situations to match ditferent learning abihties and skills,

Many leaders in marketing refer to the opening up of communi-
cation with the community provided by marketing programs (Howard,
1979). What happens when one or more segments of the college — faculty,
administrators, or trustees — are not ready or not willing to participate
in open gialogue with the community? Both the college and the commu-
nitv may expericnce desatisfaction if an aggressive marketing program
leads the community to expect a degree of communication the college
neither expects nor desires,

New and ditferent students and the programs they require may
change the faculty n ways they do not expect A once predominantly
full-ume faculty mav find that part-time personnel outnumber themn
and that these part-tume faculty members have different concerns and
needs. An acadermcally oriented faculty may find mstructors in their
midst who have the expertise to teach welding or work with displaced
homemakers but who may have minimal academie qualifications.

Finally, the issue of how fac ulty view marketing as an appropri-
ate actvity for an educational institution s important. There undoubt-
cdlv exists in almost any faculty a range of opinion with regard to mar-
keting Some faculty members will think it 1s totally inappropriate and
feel it will lead to a weakening of the very structure of higher education,
Others will respond with enthustasini =t is high tme cducational insti-
tutions began to emulate the “real wotld.” Both groups, however, may

completely misunderstand what a good marketing program s, and,
because of this lack of understanding, both may be critical of the
college’s involvement The results of marketing are likely to be less than
optimal if the people who must live with these vesults are suspicious of
the enterprise from the very begimnming

Students

The changes brought about because of marketing may be equally
unsatisfactory to students, ‘Fhose students who have been the pritnary
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focus of the institution may resent not only the new students themselves
but also the changes in the institution that have occurred because of the
new students. Traditional transfer students may feel that active invoive-
ment in continuing education for the community 1s cither inappropriate
for a college or an unnecessary diversion of institutional resources from
more important prioritics. They may feel that an invasion of less capable
students wiil weaken the academuc program of the college and thereby
cheapen their degrees.

The offering of courses at unusual hours and at remote locations
nay atfect full-time campus-oriented students if they find that the only
section of a particular course they need is offered in the evening or, per-
haps worse, away from the campus. Students accustomed to the fuxury
of underutilized faahties may be unhappy when the campus appears too
crowded, even though it has not yet reached capacity. When one also
considers that many ot the newer students will be minorities with ditfer-
ent cultural and ethnic charactenstics and demands, one realizes that
marketing can create explosive situations for students.

The rew students attracted to the college through marketing
may be equally concerned 1f the college does not follow through with
appropriate arrangements for them. The handicapped student who finds
mac cessible facilities, the mature student who feels unwelcome, the aca-
denucally weak student who has been led to believe the college will help
him or her overcomne handicaps, and the minority student who has been
actively recruited — all wall feel cheated if the college has not made neces-
sdry arrangements to meet their needs betore they arrive

Facilities, Curriculum, and Student Services

The arrangements necessary to meet the needs of new students
may attect faalities, curniculum, and student services The campus
facilities may not be adequate in size or preparation for the numbers and
types of students attracted to it through marketing. There may be noth-
ing the college can do about its facilities, and it may find itselt with
unhappy students The college may not have expected to offer classes in
facilities away from the campus, yet such may be a mandate from new
students. Providing adequate services to off-campus sites may prove to
be a real problem for the college administration, and teaching away
from the campus n facilities that may not be ideal may create problems
for the faculty

The curriculum of the college may come under severe stress when
unexpedted changes are forced on the college. Remedial programs, non-
crecht activities, occupational courses, new degree programs, and a
variety of other curnicular demands that come with new students may
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create serious interual tension when personnel capable of teaching in
these new areas are not available and when existing faculty resist devel-
oping the necessary expertise. The faculty may not wish to work in these
new programs, and they may feel that such programs are inappropriate
for the college. If the community has been le-t to believe that the college
is willing to offer a variety of community services and continuing educa-
tion activities, there may be real disappointment and loss of credibility of
the college finds out too late that it does not have the resources or the
necessary interest to pursue such activities
Providing services to a host of new students may Le difficult for
the college if the changes in student demands were not anticipated.
Most community colleges have already experienced the difficulty of pro-
viding adequate services suchs counseling, learning resources, student
activities, bookstore tacilities, and food servicles to evening students who
attend classes on the campus The problems are compounded when classes
are scheduled away from the campus. They are even more difficult
when the services needed are services the college has not provided its
students in the past, such as interpreters for the deaf or special arrange-
ments to assist international students in the community.

Adequate Planning as Preventive Medicine

None of the problems touched upon abov e are soluble, and it
should not be constried that marketing alwavs brings to the college a
deluge of impossible situations. Any of the above are problems only
when they are not antiapated or desired as results of the marketing
experience. There is no problem when the college expects that elderly
students will want classes near their residences and makes plans accord-
ingly or when the college understands that attracting the interest of busi-
ness and industry will mean new courses and programs on campus or at
a plant and makes the necessary arrangements betorehand.

Adequate planning can ensure that marketing does not create
more problems for the college than it solves. First and foremost, for mar-
keting to be effective, it must be an integral part of the college's long-
range planning. The mission statement of the college and cach goal and
objective should be exammned for its marketing reguirements. There
should be no marketing activities in the college not related to a stated
goal or objective of the institution.

For example, 1f the institution has included as a goal the recruit-
ment of more minority students in its service area, then there are obvious
marketing connotations. The ensuing steps in pla nning would relate to
the accommodations the college must make i it is successtul 1n its recruit-
ment attempts and does indeed find more mimnorities among its students.
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Markeung should bring no surprises if the colfege has planned
well Hiaculty, adimmstraton, and, where posable, students have been
involved in planning, there should be a minunum of problems relating
to faculty and student acceptance of the results. Also, when markeung s
ted to goals and objectives, there is less critaisin of the marketing effort
because 1t is directed toward the achieyvement of a goal of the college and
not simply toward aggrandizement or growth for grow th's sake.

When marketing is made an integral part of ong-range plan-
ning, 1t should also be related o stalf development Provisions for the
instructional necds of new students should be anucipated and planned
for accordingly  Imphicatons for staffing for new prograns should be
explored before the colicge attempts to attract new students to the pro-
grans

Evaluation of marketung efforts must be telated to the total plan-
ning ettorts of the college When progress toward a specific goal o
objecuve s evaluated, there should also be an examimation of the suc-
cess or fature of related marketing effores In this way . marketing can
never be uncontrolled or out of step with other efforts of the college.

A point made verv ably by Kotler (1975) 1s that marketing in-
volves a commuunent on the part of the insututon Howard (1979)
builds on Koder's concept of marketing as a transaction between the in-
stitution and the public when he defines commumity -based marketing as
follows

It 1s the effecuve management of the involvementof community
cons’ tuencies o mamtarning or regulaung exchange relation-
ships between the college and its pubhic, enabling the products,
senvices, and programs to emerge out of an assessment of needs
and resources derived from the local community. This definition
idenufies three additional elements vital to the marketing process
defined by Koter (1975). (1) actuve involvemnent of the constitu-
ent groups to be served. (2) focus on interaction and dialogue as
kev elenents of the exchange relationships between colfege and
community, and (3) the importance of an assessment ol needs
and resources derved from the local community - All of these ele-
ments point to a significant role of the community 1n marketung

[p 74

Both Koter and Howard pornt out that marketing requires more than a
destre on the part of the institution to gain something. Marketing is a
transacton, and those to whomn the effort is directed have every reason
to expect that the mstitution will keep ats part of the bargain
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Summary

As an agent of change, markeung can have a very positive effect
on the college when used judiciously. It can have an equally negative
effect when used carelessly  Colleges contemplating a marketing effort
should consider the following:

* Marketing activities should be conducted only in connection

with a total planning effort

* No marketing strategy should be used that cannot be directly

related to a goal or objective of the institution

o Faculty, administration, and trustees should be aware of mar-

keting programs and approve of the objectives

* All possible results of any marketing effort should be consid-

ered and contingency plans readied before the effort begins.

Take the advice of Flip Wilson’s streetwise Geraldine, para-
phrased as follows “Don’t let your marketing campaign write checks
your institutton can't cash.”
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1t 1s necessary to create the same quality and intensity of
interaction with adult groups in the community as has
traditionally existed with high school students.

Evaluation of Marketing Practices
in Community Colleges

Gunder Myran
Mark Ralph

The evaluation of marketing practices in the community college might
begin with a review of the major issues that arise from the use of stan-
dard marketing practices. It is important that marketing techniques be
evaluated on how they conform to the philosophy of the community col-
lege rather than to that of the business world,

One issue relates to the persistent view that community colleges
should be “ali things to all people” and that any enrollment growth is
good. Community colleges may intend to develop marketing practices
that focus on target groups, but the recruitment booth at the shopping
center and the television advertisement project a “come one, come all”
image. Despite the fact that many community colleges do not have the
resource. or talent to be all things to all people, some colleges continue
to project this image to the pubiic at large, Richardson (1981) argues for
a clearer and more concrete expression of college mission and for the
establishment of priorities regarding groups to be served. He also asserts
that the financial limitations of the college should be taken into account
when enrollment and program development goals are set. It is his feel-
ing that national and state legislators, community leaders, and other
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persons who influence community college aftairs are increasingly con-
tused about the basie nssion of the community college.

A second issue relates to the assumptions that exisung college
programs and services will be dadequate to serve the new students who
enroll and that additional students will put the college in a stronger finan-
vial condition. There 1s sume evidence that marketing efforts attract stu-
dents who are not prepared for college-level work. In order to provide
these students with basic academic skills and o help them persist in their
program of study, the community college must provide extensive infor-
mational serviees, counsehng, and mstructnon in basic shills. Tt s quite
possible thatexisting programs will not be adequate to serve the needs of
the new students and that providing the required level of service will
actudally be a drain on the college's finaneial resources.

A third 1ssue s the misconeeption that it 1s the social role of the
communty college to meet the demands of the open market, as though
the motto were, *It vou need it, we'll provide it.” This view presents
legal, ethical, and philosophical problems. The consumer rights of citi-
zens must be protected, if a college misrepresents its programs and ser-
vices ina promotional etfort, or it it makes promises that it cannot fulfill,
the students’ rights are violated. In addrion, 1t is a breach of ethical
pracice when college promotional efforts cause a student to have
unwarranted expectations The leadership of the college atselt must
deternune the scope of programs and services — that is, the college staft
and governing board must determine what the current and future mis-
sion of the college 1s as well as what the college has the capacaity, financial
resources, and intention to do. This obligation cannot be passed on to
the consumer or left to the invisible toree of the open market. Broad-
based markeury campaigns carry the inherent message that, as far as
the commumty college s concerned, all educational needs are equally
important and equally the province of the institution Each program
and service o the col! 'ge must have its own integrity, whether this grows
out of the traditions ot an academic discipline, the specific shills needed
tor emplov ment e an occupational field, or an important need of the
students involved

The open-market assumption also imsinterprets the quality of
the interac ion between a student and an anstructor or counselor. The
suni total of this interaction s not a “product,” and it cannot be quanu-
fied and measured  College stafl members serve as role modeds, advis-
ors, confidants, friends, and motivators, as well as imtormation givers.
Theie s a speaial relationship between learner and teacher that pro-
duces both mtended and umintended results: This relationship has 1o do
with people helpig each other learn to grow, to stretch, to risk, to mar-

10

RIC

Aruitoxt provided by Eic:




ERIC

Aruitoxt provided by Eic:

\

Y 109

vel, to wonder, to experiencey to love —and the result is very much de-
valued whenat s regarded as i “product” to be *marketed.”

Evaluating Marketing Objectives and Elements
Y‘.

In evaluatng efforts to impyrove its interaction with community
groups aid to move toward better use of information about communty
and student groups, a commumity college needs to exanune its marke i-
ing objectives and the elements of its marketing plan

Evaluating the Objectives of Marketing. Before planning and
unplementing an extensive marketing program, those community col-
lege statf niembers who are responsible should develop a set of objectives
that are appropriate and reles ant to the college’s nussion and resources.
It mappropriate, either the mission or objectives may be maodified to
reflect the college’s actual intentions, The evaluation of college objec-
tives should occur betore marketing teehniques are tormulated and
adopted. The general set of marketing objectives listed below could be
used by o community cellege secking to ensure compatihility between
the college’s mission and resouzces ind its marketing plan

Relationskop with Community Groups

I Towdenuty the characterstics of the groups i the community
that the college intends o serve
To use more eftecavely information trom potential student
groups in making cenicular decisions, designing new pro-
grams, and changing existing programs
3 To help the college create the appropriate linkage and inter-

action with selected community groups so that shared plan-
ning ol programs and services can be undertaken
b Tocencourage efforts to ierease retention of present students
To recruit students from speafic community groups
6 Toncrease the lesel of student satistaction with college pro-

1o

“

granm and services

7 "T'o have more information on istitutions that compete with
the commumty college and to develop dearer plans on how to
deal with such competinon

Prog- . =4 Fiancal Development

1 Tl arage chalogue with the college stalt regarding the
mission of the college, community groups to be served, needs
tor program and service development, and long-range priori-
ties and godls

2. To amprove the fiscal condition of the college by achieving
desired enrollinent lesels in spedific prograimns

110




110

ERIC

Aruitoxt provided by Eic:

To project an institutional image that assists in creating and
pursuing new revenue sources

To project an institutional image that maintains or increases
revenues from existing sources

To help the college create better inforinational, counseling,
and support services for potential students

To encourage the improvement or elimination of programs,
services, or procedures in a way compatible with student
interests and community necds

College Promotion

To help the college create an improved public information
system on college programs and services

To improve the publications and presentations used to de-
scribe college programs and services

To increase the understanding, acceptance, and support of
the general public with reference to college programs and ser-
vices

To create the desired image of the college among community
groups and those who provide financial support for the col-
lege

Information and Commusacation

1.

2.

k4 |

To improve the quality and scope of information available to
college staft members who deal with the public

To increase the sensitivity and skills of personnel throughout
the college in dealing with inquiries from the community and
from potential students

To improve the communication procedures used to keep in
touch with persons who indicate an interest in enrollment or
who are at various stages of admission to the college

To improve the processes used when one-to-one or small
group interactions take place between college staff and poten-
tial students (such as campus tours or orientation, personal
counseling, career planning, and academic advising)

To determine the specific benefits and outcomes of enroll-
ment 1n college programs and to communicate this informa-
tion to comimnunity groups

To ntegrate the various promotional, public relations, re-
cruitment, and community liaison efforts of various college
programs and staft members

To encourage the development of an overall system of pro-
gramns, services, procedures, and plans that is responsive to
the present and future educational needs of community
groups

11;
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To danty admimstrauve responsibilities for warrying out
marketing responsibilities.

Evaluating the Elements of Marketing. Markeung techniques
have value when they enhance the ability of the college to qarry out its
msion and goals. This otcurs when appropriate techniques are infused
nto ongoing elements of the college operation in such a way that these
clements funcion more eftectively. The questions below will help indi-
viuual colleges evaluate therr markeung eftorts from the perspective of
the values, purposes, and traditions of the community college. Before
using these general questions, each college should revise them as needed
to reflect its own unique arcumstances.

Community Encironment

1.

')

4

~1

9

10

11

Is the college aware of the char: ctenistics of the various pop-
ulation groups i 1ts service arca?

Does the college identfy the ch racteristics and educational
needs of those segments of the populaton to which it will
duectats programs and services’

Does the college seek to under-aand how these groups per-
cenve the college?

Does the college have enrollinent goals for specific commu-
nty groups?

Does the colfege study the services that other educational in-
stitutions provide to these groups, and does 1t endeavor to
posttion atself so that it can compete effectively?

Does the college, mats promotional etforts, highlight exist-
ing programs and services that would be attractive o these
groups’

Does the college have a mechamsm for feedback to college
planners and program developers so that services attractive
to these groups can be developed?

Are there adequate arrangements for personal contact be-
tween college statt members and potenual students?

Is there a regular effort to assess the unage of the college
vinong the key publics who provide financial support?

Is there an ongoing effort to assess the economie impact of
the college on s service area?

Is there an ongoing effort to assess community trends that
may aftect the tuture of the college. demography, economic
developments, technological change, governmental and
legal activities, cultural activities, and growth or dedline in
geographic areas!

Is there an ongoing effort to assess state, regional. and na-
tional trends that could atfect the future of the college?

11.
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Is there an ongoing effort *o assess the future staff needs of

employers in the college’s service area?

I« the college’s financial aid program accessible to both tull-
tune and part-ime students?

Are there adequate financial resources to implement pro-
gram additions and changes as a result of feedback from
community groups?

Is there a regular assessment of tuition costs and other fees
charged by other colleges and universities as compared to
the community eollege?

Is the relanonship between the cost of various college pro-
grams and services and the enrolment patterns studied, and
are adjustments made to ereate the best possible match
between cost and enrollment?

College Environment

1

[ )

6

Are the characterisucs (age, sex, educational background,
cconomic status, educational goals) of the present student
body collected, analyzed, and used in planning and devel-
opment activities?

Does a process exist to determine the reasons present stu-
dents deaded o attend the college, and are the results ana-
Ivzed and used?

Does a process exist to assess the satistaction of present stu-
dents with college programs and services, and are the results
used?

Is there an effert to determine through surveys of present
students the effectiveness of promotional eftorts such as TV
ads, radho ads, newspaper ads, and direct maii contacts?
Are there tatorial, counseling, and adviserment services
designed to retain enrolled students?

Is there an eftort to have regular contact with apphcants
through the admissions process?

Is there an etfort to tollow up on students atter they leave the
college, whether or not they complete a program?

Program Development

1

Is the mission of the college regularly reviewed, and is it
revised as necessary to reflect changing community educa-
tonal needs?

Is there an pngoing process of updating the long-range goals
of the college, and does this process use information about
the needs, tiends, and attitudes of community and student
groups as the toundation for setting goals?
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Is there an ongoing effort to assess the Guality of college pro-
grams and serviees and to make necessary improvements?
Is there an ongoing study of the relationship between enroll-
ment patterns and the college's scheduhing of courses, modes
of mstruc ion, location ot ofterings, duraton of classes, znd
number of courses and sections offered?

Are enrollment trends, number of majors, number of gradu-
ates, grading patterns, and dropout rates for cach college
program studhed, and are appropriate steps taken?

Is there an ongoing eftort to eliminate PLOZrams and services
that are not relevant to current and tuture student needs?

Are the college trustees, adimstration, and # i ulty willing
to change college programs and services inorder to respond
to the educational needs of underserved ¢ ommunity groups?

Muarketing Plan

1

~1

4

Does the governing board of the college review pohicy impli-
tations of the arketing program, and are they keptinformed
of marketing ac tinvities?

Does a high-level adnunistrator have the responstbility for
leadership i planning, coordinating, implementing, and
evaluating the college’s marketing activities?

Is there a wrtten, college-wide marketing plan that provides
tor coordination and guidanee of specific marketing teeh-
niques’

Does the college have carefully stated objectives for s
advertising program’

Is there penodic assessment of the adyertising program to
deternume if 1018 reaching the intended audiences?

Is the advertsing budget of the coliege in reasonable propor-
uon to other college activities and s it adequate to ¢ arry out
its objectinves?

Does the college hav e statt members who have recruitment
responsibihties, and are these persons sutficiently trained,
motnated, and supported?

Do the college's recruting efforts project the college's image
and missions accurately and honestly?

Is there a college- aide comimittee of staft persons organized
to recommend guidelines for marketing activities?

Is m-service traming provided for staff members iny olved in
marketung activites?

Is there a caretully planned pubhcations program that hon-
esthy and accurately projects the image of the college?
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12. Is there an ongoing effort to provide information about pro-
grams 1o all of the ke y publics of the college — alumni, eraploy- -
ers, students, governmental officials, and citizens?

- - 13. Is there an effort to intorm the college staft about the pur-
poses and activites of the college’s marketing program?

14. Does the college have an internal information system so that
staff persons have up-to-date information about college pro-
srams and services’

15, Is there a process that matches marketing plans with the col-
lege’s budgetary process so that plans are realistic and needed
tunds are provided?

16. Does the college regularly evaluate the auahity and effective-
ness of 1its marketing ctforts?

Conclusion

The future of the community college will be shaped by the scope
and quality of the interactions 1t creates with the wide range of commu-
nity groups that use 1ts services or provide financial and political sup-
port. In the past decade, the number of groups with which the college
must interact has increased, and the social, politicel, and economic
environment in which it funcuons has become more complex. Market-
ing teckniques, 1t appropriately adapted to the unique characteristics of
the community college, can enhance the interaction between the college
and its key publics. However, the use of these concepts and techniques
must be evaluated regularly to be certain that they are of worth to the
college, its students, and the commumties 1t serves
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Further information about marketing is supplied
by documents in the ERIC system.

Sources and Information.:
Marketing the Community College

Donna Dzierlenga

This concluding chapter provides additional references from the Educa-
tional Resources Information Center (ER!C) related to marketing in
the community college.

Definitions of College Marketing

The purpose of community college marketing activities has been
examined by a number of authors. According to Daly and Bateman
(1979), the primary purpose of n.arketing is to increase the community's
awareness of the college through better and more information, with the
dual intent of attracting new students and satisfying current ones. Otto
(1979) states that community colleges should adopt the marketing phil-
osophy of private enterprise to discover and meet the unsatisfied needs
of nontraditional clients, including individuals who require specific
courses to meet immediate occupational needs, older adults who desire
to fill educational gaps caused by career or family obligations, and indi-
viduals whose work schedules necessitate a very flexible class schedule.
The application of marketing strategies and strategic planning enables
colleges to ensure their continued existence by attracting new consum-
ers and providing early identification of potential threats to the college,

W Keim and M Keim (Fds ) Sese Dimssons for ly Co'leges Morketing the Program, niy 46
San Franciscu joseey Basa, Decersiber 1981 115
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such as community apathy, reduction in state funding, or competition
trom other institutions (Sagliano, 1980). Rinck (1979) draws on the lit-
erature to address marketung concepts, incdluding defimtions of market-
ing, recomimendations of successtul practices, discussiens of the applica-
bility of commeraial marketing technigues, studies of student attriuon,
and the ways a marketing program can reduce attrition. Approaches to
marketing and methods of increasing handicapped and nunority enrolf

ments and persistence are also examned.

Six steps for conducting a successtul marketing program are pre-
sented an ' discussed by Daly and Bateman (1979). They recommend
(1) developing a supportive attitude among college personnet; (2) con-
ducting an audit of current marketing tunctions; (3) assessing the com-
munity’s educational needs, (4) using the resultant information for mar-
ket segmentation and college image developient, (5) developing, strate-
gies to increase enrollment based on the college's objecuves, chosen
image, and the market to be reached; and (6) evaluating marketing
ciforts.

Coppock (1979) makes recommendations for a successtul recrunt-
ment program iocusing mainly on high school seniors. Elements of the
prograimn mclude the adoption of corporate marketing methods: an
cmphasis on a prople orientation: a total college effort in keeping with
insttational goals and philosophy; selhing the parent; an impressive
placement record; linking recruitment and finanaal aid acuvities; sell-
ing the college’s most disuncuve aspeets in a way that makes student
benefits apparent, openness to markets such as the adult, the industrial
worker, the four-vear college dropout, and the hiberal arts graduate;
accurate, honest, and attractive promotional literature, and awareness
of competitors

Cost-eHecuve marketing suggestons are provided by Cox
(1980), who also emphasizes the need for institutional research to sup-
port the marketung program and warns colleges against promotional
approaches that increase dropout rates at the same time that they increase
enrolfments. The tendency to see a directcorrelation between the length
of a recruntment actinaty fist and the success of projected enrollment
mcreases 1s remarked by Fischer (1978). He points out that selling is
only one of an aggregate of markeung functions and that sales activity
does not guarantee increased enroliment

Surveys

A nationwide surves of a random sample of 210 two-year < ol-

leges was conducted using an adaptation of Kotler's Marketing Audit;
’
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this survey tested the hypothesis that administratn ¢ adherence to sound
marketing practices leads to higher enroliments (Se ighano and Saighano,
1974) Major findings revealed that while the majority ot colleges were
cllective in recognizing the value of the consumer and n integrating the
concepts of marketing throughout the institution, they were less effec-
tvean pertormimg strategic marketung operations “The California com-
munity colleges were surveyed 1o assess the extent to which marheting
techmques had been adopted (Gregory, 1981). High school visttanons,
matled class schedules, newspapers, news releases, and the provision of
tacilities for community use were the most trequenty used techniques.
Although the commitment of resources to marketing, the establishment
of a markeung task force, and surveys of nonreturning students were the
least trequently used techniques, they appeared most frequentdy in the
lists of activintes that the colleges were planning to use i the tollowing
vear A random sample of 159 community and junior colleges in the
mineteen North Central Assocation states was survesed i a study of
pubhic relatons mtwo-vear colleges (Jansen and Vitzham. 1976). Arcas
examined mnduded the market segments on which pubhc relations pro-
grams wre tocused. the techniques emploved, financial support, meth-
ods of evaluation. and elected charactenstics of direcions of public rela-
tIons programs

Specific Examples of Marketing Programs

Many community collieges have instituted marketing prograrrs
Chattanooga State §echnical Community College has a marketing plan
destgned to mncrease its share of the traditional ¢ ollege-age market and to
expand the college's target audience o indude more nontraditional stu-
dents (Hoppe and Biggers, 1980) The findings of studies on the harac-
tensties of entering students, the college's impact on the community,
graduate satistacion with the college, the tactors influene ing students to
drop out, and the relative enroliment contributions from vanous arca
21p cade tracts and high school districts formed the basis tor planning
tarketing strategies for fifteen target populations

A marketing process was designed at Odessa College to deal wath
dechnming enrollments (Eckert, 1979) The planning procedure used a
task force approach imvolving committees that analyzed enrolliment
mfluences, such as cconomac markets, cultural markets, recutment,
recention, foundation and resources, future programining, promoton,
and 1image

As part of an imstitutional response to external and mternal forces
(such forces as dechming fiscal support and changing student demo-

11
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graphics), Prince George’s Community College implemented a market-
ing process (Leach, 1978). This process helped facilitate a college-wide
attitude of responsiveness to student needs and helped provide the tech-
nology to order systematically those responses. The success of the mar-
keting program can be seen in an enrollment increase of 15 pereent in
headcount and 12 percent in credit hours (Leach, 1979)

Harford Community College developed a marketing plan to
ensure the continued and successful contribution of the college to the
greatest number of citizens in ats service area (Marketing Plan, 1978). The
four-stage plan consists of service, promotion, delivery, and evaluation.

The marketing approach used by Moraine Valley Community
College was designed to expand the participation of underserved groups
within its districtin all levels of higher educaton (DeCosmo and Baratta,
1979). The specifics of the plan were based on rescarch regarding the
participation rates of various groups within the district. Moratne Valley
Community College's recruitinent program is complernented by a spe-
c1al adjunct retention program (DeCosmo, 1979).

Concerned with changes in enrollment and credit-hour patterns,
the chancellor of the Metropolitan Commmunity Colleges created a task
force to consider recommendations for marketing strategies (Keim and
others, 1978). The task force reviewed current and projected population
data; invesugated markeung objectives in terms of adult nonstudents
and current students, in terms of the competition for minority and occu-
pational enrollments, and of institutional survival; instituted surveys of
college employees and arca employers and educators, and made mar-
keting recommendations

Some markeung programs have been implemented iully and
subjected to complete evaluation, Chatfey Community College's Educa-
tional Marketing Program had the objecuves of enhancing the college’s
image, increasing enrollinent, encouraging the enrollment of nontradi-
tonal students, improving retention, improving relations with area bus-
tnesses and schools, and disseminating timely information about college
programs and services (Wallace, 1980). The program evaluation report
outhnes the activities undertaken and identifies specific outcomes for
cach actvity. A tollow-up report on the status of the recruitment and
retention strategies instituted by Triton College details the status of sixty-
cight promotional strategies designed to reach selected populations and
of torty-five retention strategies aimed at improving instructional and
student support services (Mortarty, 1979).

Members of the mathematics departinent at Lane Community
College emploved marketing methods to increase course enrolliment
(Fast, 1979), The five objectives that emerged m the promotion of the
mathematics program were to create comfortable, attractive dass and

110
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study areas, to stage quarterly events at registration to alleviate the
boredom of standing in hine, to provide genuine, caning help to confused
math students, to attract positive media cov erage that would ¢ hange the
tinage of the mathematics deparunent from thrcatening to triendly, and
to develop new courses to draw new students.

Actinvities that promote a good college/community relat onship
and mform the comn.umty about the college are an important part of
the marketing process Rio Hondo College’s community relations activ-
ties have atned at keeping the community, college staff, and students
tnformed about and supportsve of college programs and lasses and
awarce of administratv e and budget decsions (French and Bryvan,
1978)  Adtivities inchieede mathng news releases to local television and
tadio stations, newspapers, community colleges, high school counselors,
and chambers of commerce; sponsormg a speakers’ bureau made up of
statt members tor community groups; and surveying high school sentors
to deternmme their perceptions of the college Chesapeake College has
conducted a Soctal Science Exposition and Far annually since 1978 as
part of an clfortto involve high school students and conununity organi-
4ations i compettive academic events related to the social scences and
history, and to encourage taculty 1o participate i student recruttment
(Gregory, 1980) During the 1978 tatr, high school students dusplaved
exhubits and participated m a Master Quiz contest, essav writing, and
pubhc-speaking contests

The Trumbull campus of Kent State Unwversity has held a series
of mformattonal workshops designed for the recruitment and ortenta-
tion of adults who are considering carolling in college (Ryvan, 19805,
These actnaties have resulted m the production ol a guidebook for plan-
g and conducung sumnilar workshops

Numerous services and prograns to meet the necds of the dis-
abled student are provided by DeAnza College (Charles, 1980). Over
forts-five procedures have been established to dissemimate information
about these progranms to DeAnza students and to community members
These procedures indude the use of admissions torms, broc hures, news-
letters, onentations, specal dlasses, the college catalogue, dass visita-
tions, public service announcements, statt appearances on radio and tel-
evision, cooperatn e activities with area parks, presentations at profes-
stonal association meetings, visits to high schools and local business and
tndustries, and special matlings

The Use of Institutional Research

Institutional research supports marketing aci ties by providing
essentual data for plannmg and evaluating recruitment and retention

1c0
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etiorts. As Tatham (1978) states, the mstitutional research staff should
work dlosely with persons re \[)(ln\ll).“ for studenc recrumtment and for
alterations i curnculum, delivery svaiems, and college services. The
research staft should momtor the changes i student body composiion
that may result from the modification of programs and services

Research eforts at a number of two-vear colleges incdlude gather -
ing data to support marketng programs. At Jehnson County Commu-
muv College, marketng planners use data obtamed through survevs of
high school seniors and nonreturnming students, comparisons of the
number of students intendhing to graduate wath the total enrollment and
total graduates, the freshman survevs conducted by the Amencan
Counail on Education, and the report of the National Center for Educa-
tion Statistics (Tatham, 1979). A community assessment questiont, are
was used by Worthington Community College 1o determine sources of
imtormanon about the college, atttudes oward and knowledge about
the college, educanonal needs and mterests, methods for serving the
local population, and respondent charactenstics (Carlson, 1979),

At the Crookston campus of the Umiversity of Minnesota, stu-
dents were survesed o find out what matketing strategies most ctec-
tvely promote student recrutinent (Stovanoft, 1980). Major findings
indicated that the majonty of students enrolled because the college oftered
aspeatic academic program and that gh school counselors, promo-
nonal brochures and catalogues, and irnends were the most commaon
sources of information about the college

Surveys of selected arca emyployers and high school senors were
conducted by Stark Techmeal College as part ol a marhet'ng research
project designed to torecast future educ anonal needs (Youny, 1980).
The project report analvzes indings, provides recommendations con-
cerntng tuture curtculum des elopment, and discusses the occupational
outlock of the service district The Coast Gommumty College Distncr,
on the other hand. conducted a commumuy sursey by telephone, in part
to determine the extent to which the distnicts marketing information
reaches community residents and the degree to which 1esidents take
advantage of distiict programs (Butler, 1981)
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% Breen the Rdisoes’ Nox

The term marketing is & loaded word for most Americans, calling
up visiens of hucksters who use loathsome and irresponsible maans
lo sell werthless products. Markating, ¢ven in a communily college,
ir ofien regarded as & manipulatioe activity. The aditors of this
velume of New Directions for Community Colleges understand
this background and have attempied to bring authors with a national
reputation to write about the many complex-and interrelated aspects
of marketing. The volume covers the four basic steps in’ the
marketing arena: assessment, promotion, delivery, and evaluation.
Much of what is presented here is highly practical, offering specifics
lo the practitioner who is looking for *how to” advice. The authors
have also provided questions and cautions to be carefully considered
by the reader.
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